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ABSTRACT
"LET MY PEOPLE GO! "
BREAKING THE 200 BARRIER
ATWHEATLAND SALEM UNITED METHODIST CHURCH
THROUGH LAY MINISTRIES
Scott Nelson Field
For over 125 years Wheatland Salem United Methodist Church had been a
small congregation. Maximum membership reached 165 and had declined to 87
by 1980. This project/dissertation describes and evaluates a plan of program
development intended to move the congregation beyond the level of 200 active
participants.
Perspectives from the literature of organization development are used to
understand reasons nearly 80% of Protestant congregations in North America
remain below the 200 level. Growth from a small to a mid-size to a large church is
a matter of shifting organizational dynamics, expectations, and clergy/laity roles.
Organizational management is singled out as a key to moving beyond the thresh
old of 200 active participants.
The intervention plan highlights and evaluates Frazer Memorial United
Methodist Church in Montgomery, Alabama as a model of consistent growth with
an emphasis on volunteers in ministry. Five areas are identified in which insights
from Frazer Memorial United Methodist Church become the basis for program
interventions in Wheatland Salem United Methodist Church. These include plan
ning, expanding Sunday morning options, visitation, stewardship, and staffing.
The change initiatives were instituted in early 1989.
A variety of charts, graphs, and surveys indicate a growth of worship atten
dance from 167 to 239. The number of members volunteering in ministry grew
from 23% to 46%. Sunday School attendance has grown by nearly 100%.
The project confirms that the "200 Barrier" may be understood in terms of
organization development perspectives and that strategic management of the
congregation can contribute significantly to numerical growth. In addition, shifting
the role of the pastor and greatly increasing the level of volunteers in ministry
appear to be prerequisites for maintaining a numerically increasing church.
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CHAPTER ONE
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This project/dissertation has been designed and implemented within the
context of Wheatland Salem United Methodist Church in Naperville, Illinois. We
will test the hypothesis, promoted by some leaders of the "Church Growth
School," that a church can move from small to mid-sized and maintain a high level
of care for its members provided the roles of the pastor and laity undergo a sub
stantial change. As laity are mobilized for ministry on the model of Frazer Memo
rial United Methodist Church in Montgomery, Alabama increases will be noted in
the worship attendance and rate of membership growth of Wheatland Salem
United Methodist Church.
WHEATLAND SALEM UNITED METHODIST CHURCH
Historical Background
Wheatland Salem Church was founded in 1852 as the Copenhagen
Church of the Evangelical Association in North America. A one-room frame
meeting house was constructed approximately two miles north of the present
site at a crossroads then known as Copenhagen, Illinois. Several years later
another congregation, Emmanuel Church of the Evangelical Association,
formed as the result of a camp-meeting revival. The Emmanuel Church was
located one mile west and two miles south of the present site. Both churches
were served by circuit preachers, although on separate circuits.
By the 1890's Copenhagen Church had grown to a point of needing
larger facilities. The Emmanuel Church had become inactive. A merger of the
two was proposed from the Copenhagen side with a church building to be
constructed somewhere between the two original sites. Permission for the
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merger was granted from the Evangelical Association, the current site selected
and, in 1907, a new building was constructed to house the merged congrega
tion. Wheatland Salem Church was born I
During the next two decades clergy changed from circuit riders to semi
nary students to a full-time pastor to a full-time resident pastor and student
associate. Until 1960 Wheatland Salem remained a relatively stable small
church in a farming community. Maximum membership reached 165.
Between 1960 and 1980, Wheatland Salem Evangelical United Brethern
Church was yoked with the Oswego Prairie E.U.B. Church on the basis of a
clergy shortage. Gradual decline set in with the Salem congregation dropping
to 87 members in 1979. Though still technically self-supporting, the church
had begun to rely heavily on interest income from investments in order to meet
operating costs.
Recent Growth
With the appointment of a full-time pastor in 1980 dramatic changes
began to take place. Since that time church membership has grown to 340.
Worship attendance has increased from 54 to 230. Average church school
attendance has expanded from 18 to 165. Total church budget has multiplied
from $28,000 to $200,000. In 1986 a building expansion project tripled the size
of the existing facility. Having started in 1980 with a median age of 59, Wheat
land Salem has now dropped squarely into the "babyboomer" bracket with a
median age of 38. About 80% of the current members have joined the church
since the arrival of the present pastor. A variety of new programs � from
resettling a Cambodian refugee family to beginning a youth choir to starting a
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second Sunday morning service -- have accompanied the numerical growth.
While the balance of political power within the church rests overwhelmingly
with the "newcomers," not one "long-timer" has left the church during the trans
ition.
Setting
One of the reasons for this growth lies in the rapid population expansion
of the congregation's geographical ministry area. Though still largely unincor
porated, Wheatland Township lies on the very edge of the most rapidly grow
ing community in Illinois. The Planning Commission of Naperville has
developed a master development plan for the Wheatland Township area in
which the church building is located. A major commercial real estate devel
oper has put the thirty-two acres surrounding the church site under contract
for constructing a shopping center within two to three years. Negotiations are
presently underway for the sale of the current church site as part of this com
mercial development. City water and sewer lines were installed near the
church in the summer of 1988 to service anticipated residential development
immediately to the north.
Wheatland Salem Church is situated at the intersection of Illinois Route
59 and 95th Street. This is the major intersection of north Wheatland Town
ship. Naperville's master development plan calls for the upgrade of 95th Street
to a major east-west collector within two years. Traffic signals are to be
installed at the corner of Route 59 and 95th street during the summer of 1991
and Route 59 itself is to be widened to four lanes with additional turning bays
by late 1994. A second "city services center," Including fire, police, and postal
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units, is planned for construction one-quarter mile south of the church at an
unspecified date. An elementary school is located one mile south and Com
munity Unit School District #204 has purchased fifty acres one-half mile east of
the church building for construction of a second high school.
At present approximately 3,000 new homes are under construction or
planned within a 2 mile radius of the church building. School population is
expected to double within 5 years. At least one new school will be built each
year for the foreseeable future. Employment has shifted from predominantly
agricultural to professional/technical. Naperville is situated along the Illinois
Research and Development Corridor. Nearby corporate addresses include
Bell Laboratories, Naico Chemical, Amoco Research Center, Argonne National
Laboratory, A.T.&T., Enrico Fermi National Accelerator Laboratory, Hewlett-
Packard, plus a growing cadre of lesser-known high technology firms. The
average length of residence in Naperville is just 2 years, 9 months.
Educational levels are relatively high. Median household income has exce
eded $40,000 per year. The racial composition remains overwhelmingly white
with the largest ethnic minority being those of Asian origin.
Congregational Type and Culture
Wheatland Salem Church had been an open country church comprised
of folks earning their living through farming. Though still in the open country, It
is becoming a metropolitan regional church situated on a major intersection in
the rapidly developing southwestern quadrant of a city with 80,000+ residents.
The geographic ministry area ofWheatland Salem has been defined as Naper
ville south of 75th Street and west of Modaff Road. Dr. George Hunter, III,
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describes tlie location of such a congregation:
The metropolitan regional church is a visible church located on a major
traffic artery (or at the intersection of two main traffic arteries) in an iden
tifiable region of the city. It may carry the region's popular name, as In
Southland Christian Church orWest End United Methodist Church. It
attracts people from 'this side of town,' especially persons who think of
that region as their community. The metropolitan regional church fre
quently grows to great institutional strength and strongly supports the
wider mission of the denomination. 1
A review of those individuals joining the church in the past five years indi
cates they are married, work predominantly in professional/managerial posi
tions, have two or more pre-school or elementary school age children. Nearly
all have completed high school and it is estimated that 70+% have graduated
from college. A substantial number of members have post-graduate degrees
supporting their careers in research/development and education. The number
of homes where both parents work is approximately 50%. Over 85% of those
becoming members of the church moved recently to the area. This high pro
portion of new arrivals may be an important indicator of receptivity to the mes
sage of the church and the desire to find a community in which they can find a
sense of "home." Though the Naperville Planning Department is unable to give
accurate figures to include all residents in both city and unincorporated town
ship populations, estimates are that the Naperville municipal population in
Wheatland Township will rise from 6,000 to about 15,000 in the next 4 - 5
years. This is the target population for the church's outreach ministry.
1 George G. Hunter, III. To Spread the Power: Church Growth in the Wesleyan
Tradition (Nashville: Abingdon Press, 1987), p. 192.
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An interesting by-product of this change in demographics within the con
gregation has been the shift in operating style from simple to more sophis
ticated. For years church dinners had been sen/ed on china donated by an
elderly member in days gone by. Today all church dinners, except the annual
ministry celebration banquet, are served with completely disposable tableware.
In 1980, during hot summer Sundays hand fans donated by a local funeral par
lor were distributed to overheated worshipers. In spring of 1989 the entire
facility was air conditioned. In 1980 the church did not even own a typewriter.
Work was done by a local school secretary after hours. In 1990 the church
has a new IBM Wheelwriter 3 typewriter, a Ricoh photocopier with a variety of
enhancements, and a 30MB hard-disk IBM compatible computer to do word
processing, attendance tracking, and membership records. In 1980 there was
no church secretary. In 1988, before the interventions described in this disser
tation/project, there was a church secretary paid for 20 hours/week as well as
an organist and a part-time custodian paid for their services.
Lyie Schaller, in Looking in ttie Mirror, includes several other perspec
tives on congregational culture which help identify Wheatland Salem Church.2
The first is the distinction between legalistic, ideological, and behavioral
congregations. The legalistic church has a heavy emphasis upon rules and
decrees. Ideological congregations place a strong emphasis upon the lan
guage of belief. The ideological church can be found anywhere along the
theological spectrum but tends to gravitate toward either the theologically
2 LyIe Schaller. Looking in the Mirror (Nashville: Abingdon Press, 1984), pp.
59-62.
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liberal or theologically conservative ends. There is a likelihood in these
churches of taking a strong public stand on issues such as abortion, homo
sexuality, U.S. foreign policy in Central America, the National Council of
Churches, and rights of the handicapped. There is a tendency to be intolerant
of those who do not share the same doctrines, values and beliefs. What
Schaller calls the behavioral church places high value on the love of members
for one another, the nurturing role of the pastor, the strong sense of fellowship,
the active caring for anyone in crisis. The emphasis is upon "doing the faith"
instead of simply articulating or codifying it.3
According to this paradigm, Wheatland Salem Church falls in the cross
over point between behavioral and ideological congregations. The primary
comment from those surveyed regarding their reasons for joining Wheatland
Salem is the warmth and caring of the pastor and congregation. There are
very few rules and those which exist are always open to revision in the light of
change within the congregation. On the other hand, in the past eighteen
months Wheatland Salem has been the source of Annual Conference reso
lutions and political action regarding the issue of homosexual ordination. It
became one of the leading proponents of the so-called "Houston Declaration"
within the Northern Illinois Conference prior to the General Conference of
1988. The leadership of the congregation, if not the general membership, sees
the church as having a ministry of upholding evangelical Wesleyan theological
perspectives and practices. The importance of Wheatland Salem standing at
the crossover point between behavioral and ideological images is simply iden-
3 LyIe Schaller, Looking In the Mirror, p. 62.
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tifying potential sources of conflict. That is to say, theology cannot be traded
off for unity without angering some and unity cannot be traded away for
doctrinal purity without angering others. Any strategy to break the 200 barrier,
particularly as it focuses on the evangelistic task, will have to hold the accep
tance of persons and the call to conversion together � without rigid rules,
expectations, or procedures.
A second Schaller typology encompasses a fourfold system:
... most Christian congregations fit into one of four overlapping catego
ries.... In the one group of congregations the predominant emphasis is
on God the Creator. In another group the central focus is on Jesus as
Savior. In the third group the basic accent is on the third person of the
Trinity, the Holy Spirit. Finally, there is a large group of churches that are
Bible-centered and their distinctive emphasis is on a strict reading and
interpretation of Scripture.^
The importance of this typology for Wheatland Salem is to identify a
place of difference between the pastor and a substantial number of members.
Schaller suggests that language may be the best indicator of where individuals
fall in this typology based upon the Trinity. Many folks who are part of Wheat
land Salem refer to the divine simply as "God." Many are just awakening to the
presence of God, are searching for God, are calling out in the midst of
personal crisis. The pastor, on the other hand, speaks of the necessity of a
Savior with its accompanying harmonics of sin, atonement, faith, and disciple-
ship. Any church growth strategy which includes overt evangelism and the
invitation to conversion by laity will have to include substantial teaching and
learning on basic matters of the gospel.
4 LyIe Schaller, Looking In the Mirror, pp. 75-88.
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A final typology from Looking in tjie Mirror focuses on models of congre
gational life. It is clear that in the early 1980's, when Wheatland Salem had
begun to grow rather rapidly after twenty years of decline, the church was
organized along a pastor-centered model.
The dominant dynamic of congregational life is the very large number of
one-to-one relationships between the minister and individual members....
Many laypeople are attracted by this model of congregational life.
Everyone enjoys being known personally and loved by the pastor....
The responsibility for recruiting new members is carried largely by the
pastor, thus reducing the work of the laity.... The big disadvantage of
this model of congregational life, of course, can be summarized in one
question. What happens if the pastor dies, retires, resigns, or runs off
with a member of the choir?5
A second option of these models of congregational life is what Schaller
called "unifying goals and vision." The driving forces in these churches are
measurable, specific, satisfaction-producing goals. While there are other pos
sibilities which can describe a variety of churches, Wheatland Salem has
worked to identify its goals as the foundation on which it wishes to address the
future. Of importance for the current project/dissertation from this perspective
will be the intentional change of role for the pastor of Wheatland Salem and
making visible the widely-held goals of the congregation.
A Transitional Church
Identifying Wheatland Salem Church through these various perspectives
provides a picture of a church in transition.
From rural to suburban
From open country to metropolitan regional
From farmers to professionals
5 LyIe Schaller. Looking In the Mirror, pp. 122, 123.
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From pastor-centered to unifying goals
From behavioral to ideological
From small to large
From simple to sophisticated
GROWTH STRATEGY
The initial strategy for church growth implemented at Wheatland Salem
can be called the "pastor-plus-allies" plan.6 Particularly appropriate in a small
church situation at the time of a pastoral change, this strategy was the clear
choice for Wheatland Salem. There is a heavy dependence upon the pastor
as the initiator for new programming, recruiter of new leadership, resource for
groups and ministries, and intergenerational connector between long-timers
and newcomers.
The strategy employed for Wheatland Salem included the development
of three new adult church school classes, a year long confirmation training
program, functioning committees on worship, education, nominations, and
evangelism, a highly successful summer vacation Bible school, a second
Sunday morning worship service, a children's choir, and three weeknight adult
study/fellowship groups. Worship attendance has grown from 52 to 185,
membership from 87 to 280.
In the fall of 1987 the Administrative Council ofWheatland Salem
adopted a set of eleven growth goals. Taken largely from research by the
6 LyIe Schaller, Growing Plans, pp. 24-36.
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Institute for American Church Growth, they are intended to support the con
gregation's priorities for development^ Six of the eleven goals are particularly
pertinent to the current project/dissertation:
1 . Worship attendance growth of at least 10% per year.
2. 50% of new members each new year to join by profession of faith.
3. There should be at least 60 roles/tasks for every 1 00 members.
4. There should be at least 7 groups in the church for every 100
members.
5. We will employ a full-time staff member for every 1 50 persons in
worship.
6. Of first-time worship visitors living in our ministry area, 30% should
be actively involved within one year.
Schaller points out, however, that "pastor-plus-allies" is not a strategy for
continued growth.
One reason is that by the time the congregation has doubled in size, the
pastor has run out of discretionary time. The minister is too busy with
the new people and the new groups to have any time left over to con
tinue to cultivate new members or to organize new groups. The
increase in the size of the congregation has also meant a significant
increase in the minister's pastoral care workload.... Typically this strat
egy can double the size of the congregation, but at that point, unless
other changes are made, the congregation will tend to plateau in size.8
7 Win Arn, "How To Use Ratios to Effect Church Growth" in
Church Growth: State of the Art. C. Peter Wagner, editor (Wheaton: Tyndale
House, 1986), pp. 97-103.
8 LyIe Schaller, Growing Plans, p. 33.
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In short, this strategy for the growth of Wheatland Salem Church has
now become obsolete! A different plan is needed for the mid-sized congrega
tion (150-225 at worship).
WHERE DO WE GROW FROM HERE?
All of this church growth has not come without pain.
"I was raised in this church and have held about every office you can
hold � sometimes two or three at a time! But anymore when I come to wor
ship I don't know half of the people here. I'm never sure who is a visitor and
who is a member."
"We're joining this church because it is small, warm, and caring. But I
guess our joining makes the church less small, less caring, and less warm, if
you know what I mean. The bigger the church gets, well... We sort of lose
track of each other."
"During our "Catch the Spirit' home visitation emphasis one of the things
we learned is that some of the members of our church don't feel cared about
as much as we care about reaching new members. The pastor's work
received overwhelmingly positive responses except in one area: 'he doesn't
seem to have time for visiting with us anymore.'"
"You know, back in the '40's we always had a student assistant to the
pastor. I guess it was a way of helping out the seminary in Naperville, but we
didn't have anywhere near the people and programs we've got now. I don't
know how you do it without an assistant, pastor."
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A paradox has developed In the minds of many church members: we
believe we are called to grow by virtue of the Great Commission (Matthew
28:18-20), but fear growth will destroy the warmth and caring of the congrega
tion. This is a localized skirmish in the larger debate between Church Growth
advocates and their critics over quantity and quality. Do numbers tell the
whole story about a particular church? In this case, can Wheatland Salem
Church continue growing large without growing cold?
"Breaking the 200 Barrier," a seminar sponsored by the Charles E. Fuller
Institute of Pasadena, California, provided the seminal mega-strategies for
overcoming the conundrum. According to the seminar leaders, if a church is
to grow large, it must:
A) Move from a single-cell structure to a multi-cell structure.
B) Move laity from spectators to ministers.
C) Move the pastor from being sole minister to manager of ministry.
The present project/dissertation focuses on these dynamics as the keys
to continued growth for Wheatland Salem Church.
THE LAITY OPTION
Following the lead of these mega-strategies to move into a wider arena
of ministry, the Administrative Council of Wheatland Salem has chosen to
focus on the development and deployment of laity for ministry. Several
assumptions seem to underlie this choice. First is the preference for the
democratization over professionalization of ministry. The church is a commu
nity of servants rather than an institution serving clients. Second is an alle-
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giance to Christian community. "We want to know each other and take care of
each other." Third is an understanding that the pastor cannot continue being
the minister. The task has grown too large. Something must be done to dis
tribute the work of ministry.
Lay ministry is more than just a trendy idea for church programming.
Development of lay ministry is the critical next step in the growth of this congre
gation. As Schaller points out, "The key to church growth in the middle-sized
church is in the actions and attitudes of the laity."9 With an increasing role of
the laity comes a corresponding change in the role of pastor. He/she no
longer does all the ministry of the church, but takes responsibility for initiating,
motivating, planning ahead. It is the goals and visions of the congregation that
must become central. The current organizational chart ofWheatland Salem,
developed by the Nominations Committee in 1987, attempts to indicate the
central role of shared goals by placing them at the center of the wheel (See
Figures 1.1 and 1 .2). A brief statement of purpose for the church, based on
Acts 2:42-47 as interpreted at the "Breaking the 200 Barrier" seminar, was also
adopted in 1987.
"Growing in Christ ~ Up, Together, Out, More"
The statement encompasses the driving values of nurture, fellowship,
evangelism, service, and size.
9 LyIe Schaller, Growing Plans, p. 63.
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LET MY PEOPLE GO!
How, then, can the members ofWheatland Salem Church be trained and
deployed for ministry in line with the driving values of the congregation?
The model for lay ministry to be employed in this project will be that of
Frazer Memorial United Methodist Church in Montgomery, Alabama. Frazer
Memorial is the most rapidly growing congregation in North American United
Methodism with a current membership over 5,000. The reasons for this
growth, claims Senior Pastor John Ed Mathison, is the growing commitment of
lay persons who volunteer to serve in an intentional, meaningful, ministry
through the church. This project/dissertation will identify and implement ele
ments from the Frazer Memorial UMC model which increase membership,
attendance, and lay involvement in ministry.
QUESTIONS TO BE ANSWERED
This project/dissertation will attempt to answer the following questions:
1 . What evidence is there that Wheatland Salem Church is at or near
the "200 Barrier?"
2. What evidence is there that changing the role of pastor and laity is
key to breaking the barrier?
3. In what areas should Wheatland Salem deploy laity for maximum
church growth impact?
4. Can laity fulfill the role of representative care-givers to members
and prospective members of Wheatland Salem Church?
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5. Is there any correlation between laity calling on worship visitors
and increases in attendance and membership?
6. Can and should the model of lay ministry at Frazer Memorial
Church be adapted to the church growth strategy ofWheatland
Salem Church?
7. Are there ways the growth initiative of Wheatland Salem Church
can be institutionalized?
RESEARCH METHODOLOGY
A. Foundations
Literature review to inform the project will include Church Growth works
relating to differences in congregational structure/roles as a function of size,
biblical and theological perspectives on the nature of the church, insights from
the history/theology of pastoral care, sociological surveys pertaining to church
growth, writings in the area of lay ministry, and readings in organization devel
opment and management.
B. Establishing Baselines
In consultation with the Congregational Reflection Group survey instru
ments will be developed to measure opinions about current pastoral care given
toWheatland Salem members, expectations of congregational care, the role of
the pastor, acceptability of laity in "pastoral" roles, and specific concerns
regarding the growth of the church. Information gathered in previous "congre
gational health surveys" and annual evaluations of the pastor will be included
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and compared. Statistical summaries from past years of numbers of members
joining and methods of joining will be utilized. The data will be developed by
the CRG into a set of baseline measurements for:
Congregational expectations for the pastor.
Current level of pastoral care experienced by the congregation.
Number of members received and the rate of growth.
Number of laity in pastoral care and apostolic roles.
Acceptability of laity in pastoral roles.
Worship attendance.
Greatest concerns regarding numerical growth.
Percentage of worship visitors becoming active participants over one
year.
A case study chronicle will be kept on implementation of the Frazer
Memorial model as well.
C. Design/Planning Stage
Through a series of continuing conversations by the Congregational
Reflection Group, a design for intentional development of lay ministries will be
framed and implemented based upon John Ed Mathison's Every Member jn
Ministry (Discipleship Resources, 1988). Continued monitoring will result in
modifications/interventions as needs arise. The anticipated design will
address training, deployment, and evaluation of laity in these roles. Intended
results are increases in worship attendance, increased rate of membership
growth, increased number of laypersons in pastoral care and apostolic roles,
and growth in the management role of the pastor. All of these are supportive
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of the church's broader goal of breaking the "200 Barrier."
SIGNIFICANCE OF THE PROJECT
This project has immediate significance to myself, the congregation I
serve, and the community in which it lives. As noted earlier, Wheatland Salem
Church is in a pivotal period of its life. Though it has experienced steady
numerical growth in recent years, there is concern about the perceived loss of
congregational intimacy, and some concern � on iaolh sides of the pulpit �
over the role of the pastor.
This project is valuable for me in that it allows me the opportunity for
research and experimentation into the range of leadership roles of which I may
or may not be capable. I will be challenged in attempting to implement the pro
cess of transformational leadership, since the success of the project depends
in large part on the mobilization of the laity.
The importance to the church is clear. This project is a major element in
the church's overall strategy to break through into a large arena of ministry.
Though at the beginning of this project I was well into my ninth year as pastor
of Wheatland Salem, the concern of the District Superintendent was that the
congregation would "snap back" to its former days as a small church unless
this vision of growth was in some way institutionalized. The case of Wheatland
Salem Church is a test as to whether the issues of "quantity and quality" in
church growth can be held together.
For those in the community this project will be important because it is
intended to be an avenue through which some of the lost may be welcomed
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home. Whenever the cause of Christ experiences growth it is joy to the world!
The following project/dissertation is offered not only in partial fulfillment of the
requirements for the Doctor of Ministry degree, but in the firm expectation that
the cause of Christ will be strengthened. The final worth of this work must be
measured in the simple terms of people becoming disciples of Jesus through
Christians utilizing their gifts for ministry.
RESOURCES
Any project/dissertation which focuses so heavily upon shifting roles of
pastor and laity must take as a primary resource the perceptions, visions, cri
tiques, and work of the pastor and laity. The structure to be used for harness
ing this creativity is the Congregational Reflection Group and the individuals
participating in the strategic lay ministry initiatives. The CRG is the primary
resource in clarifying the direction of the project, establishing meaningful mea
surements, developing the program of lay ministries, and evaluating the proj
ect.
A second resource will be Frazer Memorial United Methodist Church. It
is expected that our implementation efforts atWheatland Salem will grow from
study of that congregation.
A third resource will be my Supervising Pastor, Rev. Charles Chakour.
Our discussions have focused on the large matters of whether excellent pas
toral care can be measured in the first place, whether evangelism can be made
to happen through a program of one kind or another, and whether, in fact,
ministry in the name of Jesus can even be discussed in the categories of orga-
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nization development and/or secular management practice. Since we dis
agree at a number of points on these issues i have experienced a continuing
process of sifting and clarifying in our discussions.
Finally, excellent theological libraries exist within the Chicago area to
provide ample resources for the more theoretical aspects of the research. In
particular the nearby libraries of Bethany/Northern Baptist Seminary and the
Wheaton College Graduate School contain ample collections in the areas of
evangelism, lay ministry, and Church Growth.
STATISTICAL DATA
The following data, charts, and graphs relate to Wheatland Salem
Church prior to the intervention described in the current project.
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CHAPTER TWO - "A CHURCH ON THE GROW
p. 29
One of the foundational assumptions of Church Growth theory holds that
while the numerical increase of a local church is normative, it is not accidental.
Church growth is difficult. This chapter investigates whether or not this assump
tion is accurate. Is there a "200 Barrier?" The second task of this chapter will be
to understand reasons for difficulty in numerical growth. Why is it unusual for a
congregation to grow from small to large? Finally we will look at some of the ratio
nale for expecting mobilization of laity to be a key to the growth ofWheatland
Salem United Methodist Church.
IS THERE A 200 BARRIER?
A review of Church Growth literature indicates a clear consensus that the
size of a congregation is a crucial variable in understanding a local church.
There is little uniformity, however, in defining exactly who/what to count in
determining a congregation's size. The variety includes counting average
Sunday School attendance'' 0, ranges of worship attendance^ , resident
church members'' 2, and active adult members ''3.
For the purposes of this project we will adopt the typology based on
average weekly worship attendance as developed by LyIe Schaller. ''4
Average Worship Percentile of
Attendance Churches Type
10 David Womack, Ihe Pyramid Principle of Church Grovyth (Minneapolis:
Bethany, 1977), p. 82.
11 William Tinsley. Upon This Rock (Southern Baptist Home Mission Board,
1985), p. 83.
12 Douglas Walrath, Planning for Your Church (Philadelphia: Westminster Press,
1984), pp. 24-26.
1 3 LyIe Schaller, Ihe Multiple Staff and Larger Church (Nashville: Abingdon
Press, 1980), p. 28.
14 LyIe Schaller. Growing Plans (Nashville: Abingdon Press, 1983), p.
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Statistics from the General Council on Finance and Administration of the
United Methodist Church confirm Schaller's research within a few percentage
points. 5
All of the typologies of size, including Schaller's, are simply statistical
summaries based upon the number and size of churches across the United
States. As indicated by the table above, the evidence supports a guantitative
distinction between those churches under about 200 persons in the principal
worship service(s) each week and those churches having over about 200 wor
shipers. The range may lie somewhere between 150 and 250. We may also
note, as Schaller's table shows, that vastly more churches stay below the 200
level than above it. Growing a congregation beyond a level of 200 worshipers
indeed seems to be "the path less chosen." The quantitative evidence may
suggest a qualitative hurdle in the organization dynamics of the congregation.
Leadership and planning decisions made at this point in the life of a local
church may have more influence on the future of that church than decisions
15 Cited in Kennon Callahan, Twelve Keys to An Effective Church (New York:
Harper and Row, 1983), p. xxiv
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made anywhere else along the continuum of size. Wagner concludes: "Nu
merically speaking...when a given local church has between 150 and 250 (par
ticipating) it will run into its most serious growth problems. "16
WHY IS BREAKING THE 200 BARRIER SO DIFFICULT?
The "200 Barrier" is not a number; it is the threshold of transformation
from one type of organization to another. Large churches are not simply
inflated versions of smaller churches. Difference in size is a difference in type.
More than three-quarters of all Protestant churches in the United States
remain below the 200 level. Smaller churches are predominant because they
are popular. There are particular dynamics of Christian community found most
frequently within smaller churches. Win Arn includes seven of these strengths
found in small churches:
1 . The heterogeneous mix. In the smaller church there are seldom
enough different kinds of people for many groups. Those who
enjoy the mosaic of people find the smaller church attractive.
2. The sense of "family." Smaller churches typically include several
extended family networks. The belonging, concern, and security
of long-lived relationships is attractive.
3. A common concern. The smaller church normally focuses on one
church-wide event or priority at a time.
4. The ease of involvement. In smaller churches newcomers willing
to be involved are more likely to be welcomed into positions of
leadership and influence.
5. The sense of being needed and valued. Those who do become
actively involved are given the sense of self-esteem that they are
needed and valuable to the entire organization.
16 C. PeterWagner, Leading Your Church lo Growth (San Diego: Regal Press,
1984), p. 56.
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6. A non-formal church environment. The smaller church is more
flexible and informal in activities and worship.
7. The love and caring. Arn's research indicates that smaller
churches perceive themselves as more loving and caring than
larger churches. "I^
Research in the field of organization development clarifies what is hap
pening as a local church attempts to move beyond the "200 Barrier" into differ
ent and expanded arenas of ministry. William Starbuck has argued with his
"metamorphosis models" that organizational growth is not a "smooth
continuous process" but one "marked by abrupt and discrete changes in con
dition and structure.""18
Henry Mintzberg has formulated five hypotheses related to the size and
age of organizations. Of particular interest in the current study are his obser
vations on changes which occur with an increase in an organization's size.
The larger the organization, the more elaborate its structure � that is,
the more specialized its tasks, the more differentiated its units, and the
more developed its administrative components...with greater size comes
greater internal confusion, and perhaps lower morale owing to imper-
sonalism. Management must find the means to make behavior more
predictable, and so it turns to rules, procedures, job descriptions and the
like, all devices that formalize behavior. 1 9
David Womack, using an image which greatly clarifies the situation of
Wheatland Salem Church, contends that the numerical growth of the church is
much like increasing the size of a pyramid. The base must be expanded
17 Win Arn, "Building on Strengths of the Small Church," in Ihg Win Ann Growth
Report. #21, 1988.
18 Cited in Henry Mintzberg, Structures io Fives: Designing Effective Organiza
tions. Engelwood Cliffs, NJ: Prentice-Hall, 1983, p. 126.
1 9 Henry Mintzberg, Structure Id Fives: Desionina Effective Organizations (Engl-
ewood Cliffs, NJ: Prentice-Hall, 1983), pp. 124, 126.
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before mass may be increased. The church cannot add substantially to its
numbers without also expanding its base of administration and organizational
structure. The development of structure, according toWomack, occurs laefoce
added numbers of people begin to participate. The cycle of local church
growth as Womack describes it is to expand base, increase mass, stabilize the
organization, then repeat.20
Schaller contends that one of the organizing principles of small churches
which keeps them small is the insistence upon one-to-one relationships. Most
often these are heavily dependent upon participation by the pastor.21 The
relationship between pastor and people undergoes a radical change when a
congregation grows beyond the 200 level. Instead of satisfying primarily the
relational needs of the membership, the church must identify and address the
needs of those outside the church. W. Richard Scott argues the significance
of the eui bono ("Whom does this benefit?") criteria in understanding the con
flict which often arises as an organization changes, "...the significance of the
cui bono is underscored by the fundamental changes and conflicts resulting
when one class of participants is supplanted by another as prime benefi-
ciary."22 in the case of a small church attempting to grow through the "200
Barrier," then, we can see that secure, one-to-one relationships will be
changed, fewer people will have an overall perspective on what is going on
20Womack, Ihe Pyramid Principle, p. 79.
21 LyIe Schaller, "Five Approaches to Ministry" in The Parish Paper. Vol. 18, #7,
January 1989.
22 W. Richard Scott, ciL, p. 41 .
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within the congregation, and the prime beneficiaries of the work on the church
will no longer be the "folks already here" but the largely unknown "folks yet-to-
come."
A parallel point is made by W. Warner Burke regarding organizations
which change from placing a high value on relationships and a correspond
ingly low value on group achievement (production) to placing a high value on
relationship and achievement. Our particular slice of this organizational reality
would be the shift from small church with its emphasis on the relational and
socializing aspect of Christian community to the larger church which includes
more highly differentiated committees and work areas, a more formalized
decision-making process, and the fact that no one laymember knows what the
church is doing and planning overall. Burke makes his point using a "manage
rial grid" developed by Blake and Mouton. (See Figure 2.1)23
The illustration of the grid helps understand in visual terms the change in
focus which occurs when a church grows from small to large. These changes
are not only substantial but indicate the arena in which conflict is likely to
occur. It becomes clear why small churches stay that way � breaking the
"200 Barrier" is a transformation from one type of organization to another. The
cost is high. There is the possibility of losing what has served well and served
long. There is the fear of what is unknown, untried, and not easily understood.
Wagner concludes that there are five major institutional factors which keep a
church under 200:
1 . Desire to preserve social intimacy.
23 W. Warner Burke. Organization Development: Principles and Practices (Bos
ton: Little, Brown, and Co., 1982), p. 141.
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2. Desire to maintain control.
3. Desire to conserve memories.
4. Desire to protect turf.
5. Desire to remain comfortable.24
With typical creative imagery, LyIe Schaller summarizes the change con
fronting a small church which attempts to grow large:
Those who would like to turn the average house into a mansion must
face the fact that such a transformation has several price tags on it.
These include more staff, more meeting rooms for more programs, a tol
erance of increased complexity, higher per person operational costs,
more parking to accommodate the increased number of people,
adaptation to a change in how the rest of the community views it and,
most important of all, the determination to pay the price of expansion.25
WHO LEADS AND WHO FOLLOWS?
While it is clear that growing through the 200 level is fraught with a vari
ety of changes, one of the principal focii of the present project is the shifting
roles of clergy and laity within a numerically expanding local church. We have
already indicated that churches below the 200 level frequently operate with the
expectation that the pastor will know and minister to each church member in a
personal way. Pastors are to have first-hand knowledge of each individual/fa
mily, some acquaintance with the family background and history, and an up-to-
date understanding of the challenges, tragedies, and joys the family/individual
currently experiences. A small congregation expects the pastor to be a lover
more than a leader.
24Wagner, "Breaking the 200 Barrier." Lecture delivered at St. Charles, Illinois,
19 May, 1987.
25 LyIe Schaller. Looking in the Mirror (Nashville: Abingdon Press, 1984), p. 26.
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With increasing congregational size, however, maintenance of one-to-
one relationships becomes increasingly difficult. In addition, as the congrega
tion has expanded, so have the number and variety of ministry tasks. If a
change does not occur in the pastor's role at this point the church will
predictably plateau.
The Scriptures provide us with several examples of leadership role
change in response to greater leadership tasks.
Moses, though a great leader, found the needs of the Israelites outpac
ing his abilities to meet them. His father-in-law Jethro observed that Moses
was exhausting himself in trying to hear and help all the people. There were so
many that a substantial portion were neither heard nor helped.
The next day Moses was settling disputes among the people and he was
kept busy from morning till night. When Jethro saw everything Moses
had to do, he asked, "What is all this that you are doing for the people?
Why are you doing this all alone, with people standing here from morn
ing till night to consult you?" ... Then Jethro said, "You are not doing this
right. You will wear yourself out and these people as well. This is too
much for you to do alone. (Exodus 18:13, 14, 17, 18 TEV).
The example of Moses in this situation challenges the ministry paradigm
of one person trying to serve all the needs of the people. In Numbers 1 1 we
find a further incident from the life of Moses which illustrates a shift in leader
ship role. Moses speaks:
"I can't be responsible for all these people by myself; it's too much for
me." ...The Lord said to Moses, "Assemble seventy respected men who
are recognized as leaders of the people, bring them to me at the Tent of
my presence, and tell them to stand there beside you. I will come down
and speak with you there, and I will take some of the spirit I have given
you and give it to them. Then they can help you bear the responsibility
for these people and you will not have to bear it alone." (Numbers 11:14,
16, 17 TEV)
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Jesus' ministty was expanded and continued througli the training and
deployment of the Twelve (Matthew 10:1-20) and the Seventy (Luke 10:1-11).
In Acts 6:1-7 Luke describes the early church, under the strain of increasing
size and diversity of ministry tasks, sharing leadership among a greater num
ber of people so that the work of evangelism and the needs for care within the
Christian community might go forward at the same time. Paul's writing to the
believers in Corinth underscores God's intention by providing various gifts and
various ministries within and through the Body of Christ, local as well as univer
sal (1 Corinthians 12-14).
Ephesians 4:1 1-13 includes a particularly pertinent statement on the role
pastors are intended to assume within the local Christian community.
It was he (Jesus) who gave some to be apostles, some to be prophets,
some to be evangelists, some to be pastors and teachers, to prepare
God's people for works of service (diakonia=minstry), so that the body
of Christ may be built up until we all reach unity in the faith and in the
knowledge of the Son of God and become mature, attaining to the whole
measure of the fullness of Christ. (NIV)
Certainly pastors are to be caregivers within the community of faith since
a primary image related to their calling is that of a shepherd tending the flock.
Yet, as the above text makes clear, the pastoring role is specifically directed
toward equipping God's people for works of ministry.
The transformational task of the pastor is turning sheep into shepherds.
This is a key to understanding the direction in which a pastor's leadership role
must shift if the congregation he/she serves is going to grow beyond the 200
level. Wagner summarizes, "...for the average pastor the energy for continuing
to do all the ministry runs out when the church reaches the 200 plateau.
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Churches can grow up to the 200 barrier without shared ministry, but they can
not go much further than that."26 while pastoring is a ministry, the pastor is
not THE minister. Shared ministry between clergy and laity is foundational to
moving past the "200 barrier."
The traditional separation of ministry between clergy and laity was not
part of the organization of the church in its earliest days. Before the close of
the first century, as the Pauline literature illustrates, a need was growing for
identifying those persons within the Christian community who would serve as
authoritative teachers and interpreters of the Word and Teachings. As the
Christian movement became multi-generational, there also arose the need for
persons who, by their presence and actions, represented the entire Church.
While there have been various interpretations of the ordained ministry, among
those churches deriving from the Wesleyan movement the ordained, while set
apart for tasks of administration, proclamation, and representing of the wider
tradition, are essentially part of the same ministry as all other Christian disci
ples. Contemporary Roman Catholic theologian Hans Kung states that, from
the perspective of the New Testament, it is a misunderstanding to assume the
charisms (gifts of the Holy Spirit for service) are limited to a small group of peo
ple holding particular rank. They are a general phenomena in the Church.27
26Wagner, Leading Your Church to Growth, p. 55.
27 Hans Kung, "The Continuing Charismatic Structure," in Theological Founda
tions for Ministry. Ray S. Anderson, editor (Grand Rapids: Eerdmans, 1979), p.
485.
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The Wesleyan Movement has included the active involvement of laity
since its earliest days. It is clear that while both John Wesley and George
Whitefield were extraordinary evangelists of the eighteenth century, the Wes
leyan Movement had greater impact due partly toWesley's acute sense of
organization and administration. The great strength of early Methodism was
its company of committed lay preachers and class leaders deployed for ser
vice.
When the westward expansion of the U.S. brought increased opportuni
ties for evangelism and church planting, Methodism's use of laity in leadership
was especially well adapted to the day. Itinerant lay preachers served the
people under conditions where a settled ministry was not feasible. They
sought out scattered houses, followed the tide of migration as it moved west,
preached the gospel, organized societies, established preaching points, and
formed them into circuits.
The present Book of Discipline of Itie United Methodist Church (1 988)
includes strong affirmation of the ministry of all believers. The service of laity
and clergy are not competitive but complementary.
The heart of Christian ministry is Christ's ministry of outreaching love.
Christian ministry is the expression of the mind and mission of Christ by
a community of Christians that demonstrates a common life of gratitude
and devotion, witness and service, celebration and discipleship. All
Christians are called to this ministry of servanthood in the world to the
glory of God and for human fulfillment.... (par. 104)
The people of God are the Church made visible in the world. It is they
who must convince the world of the reality of the gospel or leave it
unconvinced. There can be no evasion or delegation of this responsibil
ity; the Church is either faithful as a witnessing and serving community,
or it loses its vitality and its impact on an unbelieving world.... (par. 107)
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The ordained ministers are called to specialized ministries ofWord, Sac
rament, and order. Through these distinctive functions ordained minis
ters devote themselves wholly to the work of the Church and to the
upbuilding of the general ministry. ... The ordained ministry is defined by
its intentionally representative character.... (Par. 110)28
Luther saw the Christian believer, whether clergy or laity, as one who
"hears confessions, shares burdens, consoles, prays, listens, visits the
bereaved, gives assurance of forgiveness, and performs other tasks of minis-
try."29
We can conclude that the Scriptures teach a shared ministry among all
the baptized within a local congregation. While the Christian tradition indeed
gives evidence of many aberrations, there is a strong current of complemen
tary service between clergy and laity. We can understand from the perspective
of organization theory that the load of ministry must be distributed among a
greater number of people as congregational size increases. Yet, the fact that
the majority of Protestant congregations remain below the 200 level may indi
cate this sharing of ministry is much more difficult in practice than in theory �
perhaps especially so for a congregation like Wheatland Salem Church which
has remained below the "200 Barrier" for 137 years!
Shared ministry may be particularly difficult because denominationally
related local churches, at least in most contemporary incarnations, function as
part of a professional bureaucracy. The ordination of persons to "Word, Sac
rament, and Order" may be understood organizationally as a specialization
28 The Book of Discipline of the United Methodist Church. 1988.
29 Cited in Howard Stone, Ihg Caring Church (San Francisco: Harper and Row,
1983), p. 21.
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concerned with teaching/indoctrination, organizational representation, and
administration. In many ways the work of the church is "standardized": teach
ing and preaching the gospel, worship each Sunday, celebrating special sea
sons and days, marking the rites of transition such as birth, baptism, marriage,
death. Yet, because the church exists in a complex environment of individual
lives, families, communities, challenges, there is a need for direction and con
trol by "operators" seeing that the standard tasks are done in the midst of the
complexity. Hence, like so many other similar kinds of work including
medicine and teaching, the church turns to the one mechanism which can
coordinate its work: the standardization of skills. Universities, general hospi
tals, school systems and churches rely on the skills and knowledge of their
operating professionals to function. Laity and clergy alike recognize this gulf
between them in the life of the local church, to the extent that in some situa
tions it is the ordained persoii alone who is expected to pray at a meal or the
beginning of a meeting (as if prayer is a skill learned through professional
training!). Seminary education is an exercise in professionalization. Laity,
then, are correct in their understanding that the church is an institution
designed to be run by "professionals." They have not acquired the specific
skills and competencies of the seminary-trained clergyperson.
The other commonsense factor working against shared ministry is time.
To know an organization, plan Its development, facilitate its work, make appro
priate contacts, manage group process, and still remain spiritually vital
requires more than the estimated twelve hours of discretionary time per week
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most people In the U.S. have. Therefore laity, far from "taking over" the minis
try of the clergyperson, wiH have to select a place/type of ministry which fits
their constraints of time and skill development.
TURNING SHEEP INTO SHEPHERDS
AND
SHEPHERDS INTO RANCHERS
Finding a way through the "200 Barrier" to wider arenas of ministry at
Wheatland Salem Church will include changing the pastoral role to more
clearly embrace the ministry of personnel development and management.
Laity will need to focus on not only the maintenance of relationships within the
congregation, but taking up specific ministries. This is not a simple transition.
Generally the laity of a small, stable congregation will not take the initia
tive to push beyond the 200 'evel. Schaller points out:
There is a growing body of evidence that (a) long-established small-
membership churches are often 'lay owned and operated,' rather than
minister centered, and (b) the greater the lay control in any size
congregation, the less likely it is that the congregation will begin and
maintain significant numerical growth.30
Conventional wisdom would indicate that laity will not initiate breaking
the "200 Barrier" because it requires considerable change in relationships,
roles, and vision. More accurately, perhaps, is the fear of loss which change
brings: loss of personalization as the congregation grows, loss of contact with
the pastor, loss of "knowing one's way around the organization," loss of direct
participation in decision-making. The possibility of these losses is real!
30 Schaller. Growing Plans (Nashville: Abingdon Press, 1983), p. 18.
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We may assert, then, that while lay members of a small congregation
may speak of a desire to grow in numbers and ministry, it often falls to the initi
ating leadership of the pastor to be a catalyst for such growth. Carl George
has declared that this is a difficult hurdle for many pastors: changing from
doing everything to seeing that everything is done; developing from shepherd
to rancher. Seminaries train students to understand and hone professional
and relational skills. Pastors functioning primarily as shepherds are marked
by characteristics of personally doing all of the caring for the church members,
attempting to meet all expectations themselves, working to the limit of their
time and energy, keeping the work of ministry close to themselves, maintaining
perspective dominated by the present. "Ranchers" (those who turn sheep into
shepherds), in contrast, are generally concerned with high-quality pastoral
care, set expectations for the congregation, perceive the church organization
ally rather than simply relaticnally, delegate ministry involvement to others, and
develop management skills.^'l
Summary
From these various perspectives we conclude that congregational size is
a critical variable to consider when planning strategies for church growth. Fur
ther, going through the 200 level includes a higher degree of organizational
complexity, a changed role for laity and clergy, a variety of potential losses
within the group life of the church, and the need for initiating leadership from
the pastor. Any plan for Wheatland Salem United Methodist Church to grow
31 Carl George, lecture delivered at "Breaking the 200 Barrier" seminar, 19 May,
1987, at St. Charles, IL.
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beyond the "200 Barrier" will have to address the need for a new image and
new vision of the congregation, the maintenance or replacement of caring rela
tionships, a vast increase in the number and types of ministry done by laity,
particular attention to ministry initiatives which promote numerical growth, and
a fresh prioritization of the pastor's work.
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CHAPTER THREE - A REVIEW AND EVALUATION:
FRAZER MEMORIAL UNITED METHODIST CHURCH
MONTGOMERY, ALABAMA
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The purpose of this chapter is to understand and evaluate some of the
dynamics behind the explosive numerical growth of Frazer Memorial United Meth
odist Church in Montgomery, Alabama with a view toward identifying growth con
cepts transferrable to Wheatland Salem United Methodist Church in Naperville,
Illinois.
FRAZER MEMORIAL CHURCH
Frazer Memorial Church has the highest average Sunday morning wor
ship attendance of any United Methodist Church in North America (3,178 in
1987). It is one of the fastest growing United Methodist Churches, having
expanded from 2,374 members in 1980 to 5,172 in 1987 (a 1 17% increase).
While conventional wisdom holds that the percentage of attendees drops as
membership increases, Frazer Memorial's ratio has actually increased with
growth (58.4% in 1980 to 62.7% in 1987). The denominational average for the
United Methodist Church is 38.4%. Sunday School attendance at Frazer
Memorial tops 2,200 weekly. The Singles' Class alone exceeds 300. There
are over 400 children cared for in the nursery each Sunday. Twelve Children's
Church sections run concurrently with one of three Sunday morning worship
services. The Sunday evening worship service draws over 900 in attendance.
Ten graded children's choirs are part of a broad music ministry including hand
bell choirs, an orchestra, and large adult choirs. A full-time staff of ten, a bud
get of $3.2 million for 1989, and a cadre of 3,000 volunteers supports the
ministry of Frazer Church. It is clear that this is a numerically growing
congregation.
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RESEARCH METHOD
This study was undertal<en in order to encourage the continuing numer
ical growth ofWheatland Salem United Methodist Church in Napen^lle, Illinois.
Since I have not served as pastor of a church experiencing sustained
numerical growth and since Wheatland Salem has never penetrated the 200
barrier, we have looked to bellwether churches for guidance. Frazer Memorial
was chosen because of its reputation as a rapidly growing United Methodist
Church over a number of years. It's similarities to Wheatland Salem lie not in
size but in setting. Frazer Memorial is in a growing suburban area. The con
gregation is comprised largely of managerial/professional workers living in tra
ditional family patterns. Ethnic make-up is overwhelmingly white. These
characteristics parallel Wheatland Salem. In addition, Frazer Memorial has a
reputation for the strength of its lay ministry. It has been one of our underlying
strategies for the growth ofWheatland Salem that we focus upon deploying
laity in ministry.
Research for this evaluation consisted of a trip to Frazer Memorial for the
weekend of February 17-19, 1989. I, along with three members of the Admin
istrative Council of Wheatland Salem, took part in a seminar on church growth
sponsored by Frazer Memorial. Over five hundred individuals had come to
Montgomery for an introduction to the Frazer Memorial theory and practice of
ministry. The weekend allowed us to experience a variety of workshops. We
learned about everything from stewardship campaigns to staff selection to
nursery management. We were able to be in contact with laity carrying on their
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ministries. We were able to observe the Sunday morning programming of the
church in operation � breakfast to nurseries to church school classes to chil
dren's church to worship.
Additional resources informing this review have been a booklet by Dr.
John Ed Mathison, senior pastor of Frazer Memorial, entitled Every Member \n
Ministry (Discipleship Resources, 1988) and a personal interview with Dr.
Mathison at Lake Junaluska, NC on July 18, 1989.
FINDINGS
The team of officers from Wheatland Salem who visited Frazer Memorial
as well as the Administrative Council who read Dr. Mathison's book have dis
tilled four factors which, in our opinion, have contributed substantially to its
numerical growth.
A. DOING THE BASICS VERY WELL
There is perhaps no nr.ore startling discovery than this: Frazer Memorial
has not and does not depend on a magic formula or a quiver full of arcane
techniques. While fully recognizing the work of the Holy Spirit in the explosive
growth of that congregation, we discovered that the foundation upon which the
development of Frazer Memorial has been built is simply, intentionally, and
intensely implementing "the basics" of church growth theory. While there may
be some discussion as to which principles constitute "the basics", most church
growth writers will agree that these should be included:
1) A strong, specific mission statement
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It is conventional wisdom that local churches and a number of Christian
denominations start strong but continue poorly because of a confusion
between ends and means. Most congregations have a significant degree of
activity without a great deal of achievement. George Hunter, in his book To
Spread The Power^^ and Kennon Callahan in his Twelve Keys tQ An Effective
Church33 both stress the need for clarity on congregational goals and priori
ties as the fundamental prerequisite for effective strategic planning. Peters and
Waterman, coming from the secular management perspective in their work, in
Search of Excellence, demonstrate that effective organizations have founda
tional values as given while specific means for implementing these values are
always negotiable.34
An interview with the chairperson of the Council on Ministries of Frazer
Memorial Church raised the issues of initiating new programming and evaluat
ing current programs. He indicated that at Frazer Memorial there is a very sim
ple test which is used regarding each activity of the church: "Does it make
disciples and does it honor Christ?" Dr. Mathison, responding to my question
of how he would define Frazer Memorial Church, answered simply, "We're a
Matthew 28 church." By that he was referring to Matthew 28:16-20 where
32 George Hunter, Iq Spread The Power (Nashville: Abingdon Press, 1988), p.
102.
33 Kennon Callahan, Twelve Keys to An Effective Church (New York: Harper and
Row, 1983), Chapter 1.
34 Thomas Peters and RobertWaterman, Jr., io Search of Excellence (New York:
Warner Books, 1982), Chapter 9.
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Christ commissions his followers to make disciples of all the nations. The fun
damental interest of Frazer Memorial is in inviting people to become followers
of Christ and mature in their faith.
2) Multiply units as ports of entry.
At first acquaintance Frazer Memorial seems like a large, complex, self-
sufficient religious organization. Upon closer examination it is in reality large
and complex, but it is not self-sufficient. The kaleidoscopic activities of the
church are not only ongoing programs, but ongoing opportunities for newcom
ers to find a meaningful niche for ministry. When laypersons we asked spoke
of "the Frazer Family" what they described wasn't the 3,300 people gathered
for worship on Sunday morning. They spoke instead of their Sunday School
class or the support group for parents with handicapped children. Most minis
tries of the church have a door swinging both directions: service to meet
needs in the congregation and community as well as an invitation for the
congregation and community to be involved. Planning the multiplication of
ministry units as ways of entry into the congregation sets up a self-
perpetuating cycle of assimilation and growth.
A person's interest in a ministry of the church leads to involvement in
that ministry, which leads to investment of an individual in the success of that
ministry, which leads to incorporation into the church, which motivates initiative
in telling/bringing/serving others.
3) Meet people's needs
Frazer Memorial's primary "service" is the meeting of people's spiritual
needs. Church growth theory indicates that meeting some of the specific rela-
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tional, physical, and emotional needs of people also becomes a fruitful contact
point. Frazer Memorial has most of the educational and social programming
normally found in large Protestant churches. These are targeted for persons
of specific ages and life situations (older adults, singles, teenagers, etc.). In
addition, Frazer Memorial has a full-time credentialed staffperson providing
counseling services. Of particular note, however, is the outreach of Frazer
Memorial to families with handicapped children. The programming in this area
goes beyond merely holding a "special" Sunday School class to support
groups for parents, the lending of church-owned healthcare equipment and
appliances, a respite care program for handicapped children and their parents,
and a growing liaison role with officials of the State of Alabama to develop pub
lic programs for handicapped children.
4) Reaching Receptive People
As one ofWheatland Calem visitation team said after leaving Frazer
Memorial Church, "If I knew all that would happen to me if I visited that church,
I might never go in the first place!" What he meant was that Frazer Memorial
has an intense, intentional, redundant plan to follow up on worship visitors. It
includes a follow-up visit from a layperson within 36 hours, a card from one of
the pastors, a Frazer Memorial identification tag placed on your child's diaper
bag in the nursery, and a follow-up call from one of the leaders of your Sunday
School class. And all of that is within the first three days after you visit the
church!
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This is one expression of the church growth principle of reaching recep
tive people. There are a number of indicators of receptivity in any popula-
tion.35 One of the strongest is people visiting a worship service. Their
presence indicates receptivity to the church and, at least for a short time,
receptivity to the particular church they are visiting. But the "window of oppor
tunity" does not remain open forever. Frazer Memorial is an excellent example
of following up on the receptivity of the people visiting during its times of
worship.
5) Indigenous
The principle of indigenous ministry means that the church identifies with
its target population. Making an admittedly nonscientific assessment of the
demographics within the Frazer Memorial congregation, I would conclude the
target population to be middle and upper middle class Southern whites. The
leadership of the church "fits ' that cultural profile for the most part and the
strong emphasis on laity in ministry (see below) prevents the church from
becoming too distant from the culture around it.
6) Dynamic Worship
Kennon Callahan includes corporate, dynamic worship as one of the
three most important elements in a numerically growing congregation.36
Potential church members use the worship service to do their "window shop
ping" for a congregation of which they might become part. Callahan's specifi
cations for corporate, dynamic worship include: 1) the warmth and
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winsomeness of the service, 2) the dynamic and inspiration of the music, 3)
the character and quality of preaching, 4) the power and movement of the lit
urgy, and 5) the range of seating in the sanctuary. Frazer Memorial exhibits
strength in nearly all of these.
We attended only one worship service at Frazer Memorial Church. That
brief experience is hardly sufficient to make conclusive judgements. However,
since that worship experience was part of a weekend intended to show other
church leaders "how it's done at Frazer", it may be taken as a representative
example. Above all else two elements seem to be the backbone of worship.
They are the music and the sheer size of the gathered group. How often does
one sing hymns accompanied by a 30 piece orchestra, 200 voice choir, and a
group of over 1200? The difference between that and the experience of a
handful of folks, accompanied by an aging Baldwin electronic organ, mumbling
through The Old One Hundredth is perhaps something akin to the difference
between heaven and earth. When that many people get together with that
level of excellence in musical presentation, one can only conclude that some
thing important must be going on.
On the other hand, the worship service is not particularly warm. There is
little congregational participation. The presence of television cameras and a
large red digital stopwatch on the front of the balcony make it clear that if the
Holy Spirit doesn't arrive during airtime, he'll have to wait until the next broad
cast. Further, while the liturgy has a sense of movement about it, the span is a
rather short distance from singing to sermon without some of the richer
p. 55
journeys through confession, promise, corporate prayer, testimony, and bless
ing. It may well be that the scope of liturgy has become captive to the number
of people attempting to participate.
B. LAY INVOLVEMENT
The second factor contributing substantially to the numerical growth of
Frazer Memorial is the remarkable involvement of the laity. When asked why
Frazer Memorial has grown so rapidly and steadily. Dr. Mathison replies that it
is primarily due to committed laity doing their ministries. Over 60% of the mem
bership of Frazer Memorial is involved in some form of ministry. Mr. Rudy
Heintzelman, minister of program at Frazer Memorial, indicates that lay
involvement in ministry is part of the stewardship emphasis of the congrega
tion. There is an expectation built into the membership vows of the church as
well as the annual stewardship campaign that each member will make a
specific commitment to pray for the church, attend worship with the church,
provide financial support for the church, and be personally involved in a minis
try through the church. While many congregations would be familiar with an
annual financial campaign, the Frazer Memorial emphasis includes the
additional expectations of worship attendance, prayer, and participation in min
istry.
The worship attendance expectation is supported by a telephone com
mittee which calls those persons who have been absent from worship for a
period of three Sundays. On the Tuesday following the third Sunday of
absence they receive a friendly telephone call from the church. The purpose
of the call is to ascertain if there are specific pastoral care needs, any develop-
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ing problem In the person's/family's relationship with the church, and to dem
onstrate that each individual is important. If a person is missing for twelve
weeks in a row a letter is sent from one of the pastors asking the person to
renew their vows of membership, transfer to another congregation, or with
draw their membership. This letter is followed up by a personal visit.
The ministry involvement expectation has a much more involved proto
col. As preparations are made for the stewardship emphasis, each work
area/committee in the church is asked to prepare a list of the jobs and tasks
necessary to fulfill its functions. The combined list of all of these tasks includes
everything from Sunday School teachers to parking lot ushers to nursery help
ers to foodservice workers. A special edition of the congregational newspaper
is published with brief descriptions of each task, including the time
commitment involved. When church members fill out their annual stewardship
commitment for the new year, then, they are to mark those tasks for which
they are volunteering. This is not an indicator of interest. It is a commitment to
volunteer. Those programs/tasks for which an insufficient number of persons
volunteer are dropped. Leaders are given a listing of those individuals who
have volunteered in their area(s) of responsibility. It is then the leader who
organizes his/her volunteers to get the tasks done. Training of all volunteers is
done during the month of January.
One of the limitations to a system so strongly dependent upon laity in
ministry is that laity have limited time for volunteer service. Some tasks require
more than one person or a team of persons can give out of their discretionary
time. In addition, some kinds of ministry require specialized training and/or
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competence which may not be available in the pool of laity associated with the
church. At these points Frazer Memorial does not hesitate to hire staff. There
is a bias toward hiring laypersons on a part-time basis, usually individuals who
have already been serving as volunteers. There is an absolute insistence that
staff are not hired to do the ministry but to support volunteers in getting the
ministry done.
C. ABLE ADMINISTRATION
Frazer Memorial is striking in its ability to get things done. Churches are
frequently characterized by cumbersome decision-making processes. Most of
these processes place a high value on determining the consensus of the orga
nization. The leadership of Frazer Memorial, on the other hand, assumes it
already has consensus of their primary values and goals. The administration
of the church contains three dynamics worthy of note: the management of
vision, a mutuality of ministry , and an unusual level of trust.
The management of the church's vision occurs primarily through the
work of the Joel Committee. The purpose of the Joel Committee, taken from
Joel 2:28, is to "dream dreams and see visions" for the congregation. About
every two years Dr. Mathison convenes a group consisting of leaders of most
program areas in the church as well as those he selects on the basis of com
petence, vision, faith, or other particular gifts. The politics of congregational
decision-making guide part of the selection process. When the final report of
the Joel Committee is presented to the administrative structures and the con
gregation of Frazer Memorial, the first item on the first page is a listing of the
members of the committee. It is Dr. Mathison's intention to provide at least
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one name in the group with whom each person in the church can invest their
trust. This, he says, almost guarantees affirmation and adoption of recom
mendations simply on basis of the credibility of the committee. After being
primed with a wealth of demographic data related to church and community
trends, the Joel Committee meets once a week for four weeks. At the end of
the four weeks a list of eight to ten strategic recommendations is made to the
Council on Ministries and the Administrative Board. They are expected to
approve the recommendations and use them as a guide to the work of the
church over the following 18-24 months. The Joel Committee is the normal
and routine process through which Frazer Memorial thinks through its primary
business as a church. The result is an unusual level of effectiveness.
Another prominent dynamic of able leadership is the mutuality of ministry
which exists within the staff of the church. Dr. Mathison himself is in large mea
sure the reason for this. He is a collegial, relationally-oriented leader. A per
ceptive judge of a person's gifts and abilities. Dr. Mathison believes it is the
leader's task to assess potential staff members, look particularly for persons
with strengths to compensate for his/her own weaknesses, and work diligently
to foster the success of each staff person. As those who most frequently
experience senior pastors of large churches to be autocratic and arrogant, we
found Dr. Mathison to be a refreshing alternative. He epitomizes the much-
described and little-practiced "player-coach" leadership style. This apparently
allows other staff members to bring genuine loyalty, love, commitment, and
creativity to their tasks.
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Perhaps the most startling dynamic of leadership we witnessed among
the lay volunteers of Frazer Memorial was that of trust. There is a conspicuous
lacl< of suspicion, turf-skirmishing, and backhanded power plays. Obviously it
is difficult to gauge this with a great deal of depth on a weekend encounter, but
an interview with the leaders of the Council on Ministries bears out the underly
ing strength of community. When asked how many groups, committees, and
task teams exist within the structure of Frazer Memorial the chairperson of the
COM replied that he had no idea. There are enough to get the job done and
there will be more as new opportunities arise. That comment evidences a rem
arkable amount of freedom for individuals and groups based on the assump
tion that all of the groups/individuals are working toward commonly held
goals. A comment by the chair of the finance committee is even more blunt.
When asked about dealing with annual budget requests from various work
areas and committees, he said the response of the finance committee is rarely,
"How can we cut this item?", but rather, "How can be meet this cost? They
obviously wouldn't have requested it if they didn't need it." There may be
many factors feeding into the development of trust but general agreement on
the mission of Frazer Memorial, minimal diversity within the congregation, and
a trickle up way of initiating new programming seem to be primary drivers.
D. ENVIRONMENTAL FACTORS
When meeting the lay leaders and employed staff of Frazer Memorial it
becomes apparent that the location of the church has a significant bearing on
its development. In particular the proximity to two nearby military bases and a
university provide a tremendous "talent pool" from which to draw volunteers
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and staffpersons. Both Associate Pastors and the church's Business Adminis
trator and Personnel Director are retired military officers. The detail-orientation
and emphasis on specific measures of achievement seem directly related to
background of military culture.
Frazer Memorial is also located in a mid-sized city. In a metroplex like
Dallas-Ft. Worth or a major metropolitan center such as New York or Los
Angeles it might indeed exist as a mega-church. But it would be one among at
least several and perhaps many. In Montgomery, however, the name of Frazer
Memorial Church is known to everyone from the restaurant clerk who waited
our table to the baggage handler who checked our suitcases at the airport. A
mega-church in a mid-sized city seems to gain the attention of the entire met
ropolitan area through its presence, indirect political influence, television pro
gram, advertising, and specific ministries.
An argument might albo be mounted that church participation is a cul
tural expectation in the Deep South. And additionally it might be argued,
though less stridently, that in the New South "winners" are especially attractive.
Biggest appears to be best. While that may be said to be a nationwide cultural
axiom for North Americans, there seems to be a deep desire in the Southeast
to prove the adequacy of its institutions. That is to say, one element of the
attraction of Frazer Memorial Church is simply that it IS the biggest United
Methodist Church in the nation. After all, could over 3,000 Alabamans be
wrong every Sunday?
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CRITIQUE
Our team of visitors from Wheatland Salem United Methodist Church
looked to Frazer Memorial Church as a model of consistent rapid growth and
inclusion of laity in ministry. We were not disappointed at what we discovered.
In the ministry of Frazer Memorial we found several areas of direct application
for the mission ofWheatland Salem. Before going on to transferable concepts
and techniques, however, there is one criticism to be offered.
In the print communications and hallway conversations with the folks of
Frazer Memorial, it became clear that the Kingdom of God may have dawned
in Bethlehem but it has found its highest expression in the local church. The
volunteer emphasis has a theological underpinning which views the local
church as the arena through which one serves the Lord and works in concert
with the missio Dei. That is to say, while the Reformation understanding of
vocation included a person'c. life work whether inside or outside the institu
tional church, the expectation of Frazer Memorial is that the normal means of
doing ministry is through the local church. There may well be affirmations of
ministry "in the world," but we did not hear any. There seemed to be a rather
firm distinction between "church life" and "life in the world." The local church is
something of a haven against the world, a community serving its own spiritual
needs and conducting guerilla warfare on Satan's territory in order to bring the
lost into the sphere of redemption.
Obviously this is no heresy and would in many times and places be
affirmed by many believers as the way of faithfulness. Still, there seems to be
little awareness of the ministry of laity beyond the institutional controls of the
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local church. Christian life is more than church life. I observed to a Frazer
Memorial staff member that I didn't recall any adult Sunday School classes
dealing with the Bishop's letter concerning nuclear armament, or any environ
mental issues, or the social ethics hot-potato of abortion. It was my assump
tion that in an educational program as large and diverse as that of Frazer
Memorial there would surely be opportunity for grappling with thorny issues.
The response I received was straightforward: "Sunday School is for Bible
Study. Period. We let people make up their own minds on those other things."
While we are in substantial agreement that "Sunday School is for Bible study,"
we would hope the Bible has something to say about peace and the environ
ment and the value of human life amidst complexities of rights, poverty, and
changing family structures.
The preaching at Frazer Memorial continues the theme. Make no mis
take. Dr. Mathison is an excellent communicator. We have heard him preach
only five or six times in person and on tape. Any critique of our culture, any
confrontation with social inequities, seems absent. The sermons have the
quality of a spiritual pep talk rather than a searching declaration of the truth of
God. Our comments at this point are merely, but sincerely, an observation.
Many preachers often fall short of the mark. The point, however, is that the
redemption proclaimed and the sin exposed and the discipleship offered at
Frazer Memorial may, in fact, be suffering from anemia.
Dr. Mathison was asked about the role of Frazer Memorial in engaging
its culture. He stated that it is not the first time the question has been raised.
As evidence of the social ministry of Frazer Memorial he pointed out his role in
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the current Montgomery controversy over public prayer before high school
football games. The mayor of Montgomery had called to ask if Dr. Mathison
would stand with him to offer prayer before the first game of last fall's season,
despite a judicial ruling prohibiting the practice. Dr. Mathison planned to
accept the invitation. Perhaps it is unwarranted cynicism, but one wonders if
prayer before a football game is, in this case, a faithful act of civil disobedience
or simply a desire to maintain comity between the local church and secular
leaders.
As leaders ofWheatland Salem we have found in Frazer Memorial help
ful means of continuing church growth with a lay ministry emphasis, but we
have not found a model church in all respects. The contours of faithful
discipleship are unique to each congregation. Our search continues.
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CHAPTER FOUR - WHATWE BROUGHT HOME:
ADAPTING FRAZER MEMORIAL TOWHEATLAND SALEM
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WHAT WE BROUGHT HOME
We returned to the Chicago area from Montgomery with a shortage of sleep
but an abundance of exciting ministry ideas. Which were possible for Wheatland
SalemUMC? Which would best help us achieve our goals for growing beyond the
level of 200 attending worship each week? How best to make the decisions?
After a round of discussions amongst ourselves, adult Sunday School
classes, the Administrative Council, and a variety of informal contacts, the four of
us on the visitation team decided to present six ministry initiatives.
JOEL COMMITTEE
While Wheatland Salem had used strategic planning committees as a
tool every three years during my tenure as pastor, the short-term and ad hoc
nature of the Joel Committee model seemed a good avenue for moving things
forward rapidly. At the April, 1989 meeting of the Administrative Council I
made the proposal of forming such a planning group which would be made up
of a cross-section of church members and constituents invited by the pastor.
With unanimous approval the Joel Committee was chartered. I invited a varied
group of church leaders, long-time members, the most recent members, a few
regular attenders who are not members, and a few who had already indicated
their desire to see Wheatland Salem move into an expanded ministry role in the
community. Each invitee was expected to read the background material pre
pared before our first gathering and commit to attend four meetings on the
Monday evenings of May, 1989. At the final meeting a set of
recommendations was to be drafted as a guide for new ministries.
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Each person invited responded positively except for two with schedule
conflicts. The Committee's eighteen members reviewed demographic data on
our community, identified weak places in the life of the church, and sketched
out specific interventions to be acted upon within two years. The growth plan
was presented in terms of programs, personnel, and facilities.
Dr. Mathison indicated at the Frazer Memorial seminar that the best way
to get widespread support for the Joel Committee plan would be to make sure
it is comprised of trusted persons from a variety of segments within the con
gregation and then, when the committee makes its report, to list at the top of
the report the names of those individuals on the committee. This practice, he
claimed, would nearly guarantee approval since each person in the congrega
tion would see that someone he/she trusted was part of the formulation pro
cess. Whether for that or some other reason, the Joel Committee report
gained unanimous acceptance at the June, 1989 meeting of the Administrative
Council. In addition, during a sermon series on Nehemiah during June and
July of 1989, 1 presented the Joel Committee recommendations to the entire
congregation as a plan to attempt something great for God. During one wor
ship service each person was given a "ballot" on which to vote their affirmation
of the Lord's leading in these specific recommendations. No negative votes
were received, though there were fewer votes cast than the number of people
in worship that Sunday. The abstentions may have indicated silent negatives,
indifference, or passive acceptance. I chose to assume the latter of the three.
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EXPAND SUNDAY MORNING OPTIONS
Those of us on the team visiting Frazer Memorial were startled by the
number of options for involvement available to a person or family on Sunday
morning. Two principles annunciated by Dr. Mathison converged in our plan
ning for adding more options. First, more options mean more people partici
pating. Second, develop new ministries from areas of strength rather than
starting something just to fill a weak spot. We initiated several changes to
expand Sunday morning options:
1) Survey visitors
It has been our practice for a number of years to send a letter of
welcome from the pastor to first-time worship visitors. We began to
include in the letter an anonymous survey form which would allow vis
itors to rate their Sunday worship experience with us. The format covers
such areas as congregational climate, preaching, congregational and
choral music, nursery/child care, and negative factors. Each one page
survey was accompanied by a stamped envelope addressed to the
church. Our intention was to become aware of how first-time visitors
experience Wheatland Salem.
2) Provide additional choirs
Our adult choir had always been a strong part of the Sunday
morning worship service. One children's choir attempted to include chil
dren from first through fifth grade. Since the music director hired in Jan
uary, 1989 was already working toward expansion there was a natural
possibility for growth. A plan of choir diversification has maintained the
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original adult choir, added an adult choir ennphasizing contemporary
Christian music with taped background accompaniment, divided the chil
dren's choir into two with more appropriate age-grouping, formed a
handbell choir comprised primarily of those who could not read music
(and hence, felt excluded from the other choirs), fostered the develop
ment of a vocal/instrumental ensemble including senior high and post-
high folks offering "our own kind of music." The purpose of these
additions was to expand the number of people who could be involved in
leading worship through music. An intended auxiliary benefit would be
the additional friends and family members who would attend worship to
see and hear "one of their own" making a joyful noise to the Lord!
Children's Church
Wheatland Salem had maintained a children's church program for
about six years when, due to lack of volunteers, it was discontinued.
The Children's Church program at Frazer Memorial, with its obvious
attraction for adults who do not want to juggle little ones during worship,
kindled our resolve to reinstitute the program. By observation in Mont
gomery we learned ways for improvement as well: full-hour program
ming and age-level grading. In addition, allowing the children to meet in
another part of our building would free sanctuary seating space for more
adults and postpone the time of either building a new sanctuary or
adding a third worship service.
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4) Alternate Type ofWorship Experience
A fourth option we instituted was changing the style of one of the 8
a.m. services to a folk communion liturgy. This allowed for the develop
ment of an instrumental ensemble consisting of guitars, trap set, string
bass, flutes, and piano. The attempt would be to provide something
different from the traditional 10:30 a.m. worship experience.
5) Nursery/Cradle Roll
A fifth initiative has focused in the area of Sunday morning nursery
care, as well as the ways in which we welcome new children into the
community of faith. Nursery care atWheatland Salem has always been
provided, but the quality of care, in both facilities and personnel, has fre
quently been lacking. In addition, the role of welcoming new babies into
the congregation has largely been filled by the pastor. Due to the
concerns raised by several mothers of young children as well as the per
son who scheduled nursery volunteers, changes were initiated. Old
equipment was discarded or given away. Eight new wall unit cribs
replaced the two free standing type. Shelving, cabinetry, and new toys
rounded out the equipment needs. Nursery care has been age-graded
into three levels. A set of standard procedures were developed and
instituted for everything from changing crib sheets to diapering to check
ing children in and out of the nursery. Two wooden stork signs have
been completed for putting in people's yards as a welcome to new
babies. The traditional rose on the altar following the birth of a baby is
delivered to the baby's home by a lay visitor who explains nursery proce-
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dures, leaves a giftbook of prayers for the new parent(s), and welcomes
them to worship each week while their child is well-cared for in the
church nursery. The Joel Committee recommendations affirmed the
need for a person to be hired for supervising the nursery on Sunday
mornings ft-om eight to noon.
VISITOR FOLLOW-UP
The matter of following up on worship visitors as well as caring for con
gregational members forms the third area in which Frazer Memorial has pro
vided an example. We found three ways in which to do this.
1) Welcoming Committee
The Welcoming Committee had just gotten started before our visit
to Frazer Memorial. Upon returning from Montgomery we realized how
critically important it would be. The Welcoming Committee is responsi
ble for seeing that first time worship visitors are paid a personal visit by a
lay person within 36 hours of their worshiping at Wheatland Salem.
These are brief "front porch calls" in which those attending the worship
are thanked for coming, are given some printed materials on the church
and its programs, and invited to come back again. A cadre of ten peo
ple have volunteered to do this ministry each week on a rotating basis.
Those assigned to do the calling on a particular Sunday also work as
worship greeters for both services that day. In addition, I send a letter to
first-time visitors thanking them for sharing their faith with us.
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Telephone Team
The Telephone Team tracks attendance patterns of individual
church members. Each Monday morning attendance information is
entered into the church computer. A weekly worship roster is then gen
erated which highlights any individuals who have been missing from wor
ship for the previous two Sundays. On Monday evening this roster is
reviewed by the Telephone Team Coordinator who flags the appropriate
file cards of church members who are to be telephoned. Information
may be written in if the reason for absence is known as in cases of ill
ness, vacation, or the like. On Tuesday evening, the two members of
the Telephone Team assigned for that night meet at the church office
and begin phoning through the flagged cards. Some calls are to ask
how a church member is recuperating, or to see how someone's trip
was, or simply to say they have been missed. Each call ends with, "See
you next Sunday!"
The Shepherd's Staff
The Shepherd's Staff has been developed due to the increasing
load of pastoral care needs that a numerically growing congregation rep
resents. Following the lead of Frazer Memorial, we adapted a plan
launched at College Hill Presbyterian Church in Cincinnati, Ohio by
Melvin Steinbron. Dr. Steinbron has produced training materials under
the title, Can the Pastor Do It Alone? (Regal, 1988). Essentially the pro
gram involves identifying and training laity with appropriate gifts and incli
nations to pastor a group of five to ten family units within the
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congregation. The lay pastors are to make contact with each family unit
in their flock on a minimum of once each month. Our plan has been to
develop this ministry over 18-24 months by training new lay pastors
each six months. Training consists of ten hours on one week-end plus
continuing quarterly upgrades in specific skills. We currently have eight
lay pastors service forty family units. The goal is thirty lay pastors by
summer of 1991.
STEWARDSHIP
We were greatly impressed with the number of laity involved in ministry
at Frazer Memorial and the ample financial support provided to fund the minis
try. Our fourth attempt at launching a parallel ministry initiative is in the area of
stewardship. In the past the "Stewardship Campaigns" ofWheatland Salem
have primarily been fund-rair.ing efforts. We have used several common meth
ods including a series of letters, a commitment banquet, every member can
vassing, and a "Loyalty Sunday." The Frazer Memorial custom expects
commitments in the four areas of UM membership vows: prayers, attendance,
financial support, and service. Our commitments for 1990, then, would be
more than just a pledge of financial support. Beginning in May, the Nomina
tions and Personnel Committee began assembling lists of all the tasks needed
to accomplish the ministry we anticipated. Job/task descriptions were written
by and checked with those working in the particular ministry areas. Visitation
teams were recruited to call in homes and communicate the vision of the future
for Wheatland Salem � but they were DJ2l to ask for financial pledges. A "Min-
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istry Opportunities" catalog listing over 160 volunteer possibilities was sent to
each home. For the last three weeks in October a "Ministry Fair" was set up
throughout the main traffic areas of the church building to highlight the volun
teer possibilities in the catalog. Those involved In various areas of ministry
gave testimonies during the worship services in October.
On the first Sunday of November commitments were received for pray
ers, attendance, financial support, and service. Those from whom no
response was received were personally visited again by a calling team.
Financial data was tallied by the financial secretary. Ministry volunteers were
entered into the computer. The Nominations Committee took the stance of
placing any person in any spot for which they had volunteered unless there
were too many people wanting the same position. From the volunteers we
determined who would be leading particular ministry areas in 1990. They were
given lists of the volunteers in their area of responsibility. The volunteers were
sent a letter thanking them for the gift of their time and themselves, affirming
the specific areas in which they had volunteered, informing them of who was
coordinating their ministry, and inviting them to an orientation/training session
in early January.
STAFFING
It had been clear for some time at Wheatland Salem and became abun
dantly clear after visiting Frazer Memorial that additional staff would be needed
for our congregation to continue growing not only in numbers but also in
breadth of ministry. Discussions between the Joel Committee and members of
the Staff-Parish Relations Committee led to the conclusion that the church
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would hire a full-time Christian Education Director at the beginning of 1990.
This person is to have planning, resourcing, and supervisory responsibility for
the Sunday School, Youth Groups, Nursery/Cradle Roll, Children's Church,
Support Groups, and Wesley Societies (adult covenant/study groups). During
the fall of 1989 a special funding campaign netted the entire amount necessary
to meet the compensation package of a full-time, degreed and experienced
Christian educator.
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CHAPTER FIVE - HAS IT ALLWORKED?
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HAS IT ALLWORKED?
Wheatland Salem United Methodist Church continues to be a numerically
growing congregation. But have the inten/entions based upon the model of
Frazer Memorial UMC worked? Has the climate of the congregation changed?
What about the role of the pastor? HasWheatland Salem broken the 200 bar
rier?
This chapter will evaluate the individual program initiatives and provide an
overall review of the effect they have had upon the congregation and its under
standing of its ministry.
PROGRAM INITIATIVES
Joel Committee
The work of the Joel Committee in May of 1989 brought together a
cross-section of formal and informal decision-makers within the congregation
as well as folks in various types of relationship with the church. The primary
issue before the church, in the words of one participant, was, "Do we want to
grow or not?" Though the meetings weren't without some tension, there was a
remarkable unity of purpose and plan by the end of the month. The growth
plan was presented to the church in terms of programs, personnel, and facili
ties. The recommendations were as follows:
Priority Programs
1 . Christian education, including the very young.
2. Outreach and Evangelism
3. Youth
4. Music ministry development and expansion
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5. Congregational climate (warmth, friendliness, communication)
Staffing
1 . Add the equivalent of a full-time Director of Christian Education by
1/1/90.
2. Increase secretary to a full-time position by 1 /I /90.
3. Hire a nursery supervisor for Sunday mornings by 1 /1 /90.
4. Expand or divide organist and/or Director of Music position.
Eacllitias
1 . Expand choir loft to 40 seats as soon as possible.
2. Expand to two church school hours as soon as practical.
3. Explore options of subdividing the fellowship hall and renting on-
site mobile classrooms. Possible use of existing parsonage for
Christian Education space.
4. Sanctuary - multiply services in the existing facility.
5. Construct outdoor playground, Spring 1990.
As will be detailed below, nearly all of the Joel Committee recommenda
tions were implemented within twelve months. Exceptions were the expansion
of the choir loft, a well-considered refusal to program two separate church
school hours on Sunday mornings, and keeping the primary church secretary
position at less than full-time.
Expand Sunday Morning Options
The survey of Sunday morning worship visitors has led to repeated dis
cussions on providing at least two different forms/types of worship. The dis-
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cussion grew primarily from a group evaluation of the failure of the "folk
communion service" during the 8 a.m. hour on the first Sunday of the month.
While the musicians involved were quite enthusiastic at)Out the service, the
congregation stayed away in droves! Several reasons were identified for this
aversion, but the primary one seemed to be that the liturgy itself, being bor
rowed from the Lutheran "Chicago Folk Service," seemed much too formal,
despite the folk ensemble accompaniment. The service, according to one
worshiper, "seems foreign to me. I don't even feel like I've worshiped when we
use it." The cultural distance problem was underscored when the same musi
cal ensemble accompanied a swinging and swaying, hand-clapping gospel
service during both worship hours some months later. The congregation's
response to that type of "liturgy" was uniformly enthusiastic.
The latter experience indicates our problem with the "folk communion
service" wasn't it's being different but being the wrong kind of difference. Not
only did we fail to attract newcomers; we alienated regular attenders! At pres
ent the music leaders and worship work area members strongly favor main
taining a worship form that is warm, invitational, participatory and somewhat
informal. Musical styles will continue to range from traditional to
contemporary. Worship leaders here call this the "eclectic" approach.
There is some evidence from the visitor surveys to support this pattern
of eclectic worship in that most folk visiting find some of the elements of the
service familiar, particularly in the music. This adds a factor of comfort and a
sense of competence in being new to this group of worshipers. It is also true
that many of the folks becoming members ofWheatland Salem are young mar-
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rieds who are returning to the church after a number of years away. They
sense something is missing in their lives. The connection with a familiar hymn
or other element of worship is a bridge back to active faith. Choosing this
course for our ministry of worship, however, will probably prevent us from
reaching the totally secularized young adult who has neither the will or need to
"learn the language of Zion" before finding a home for his/her faith.
The enhanced ministries for young children have, with the exception of
the Children's Church, been more of a support to member/constituent families
rather than a form of outreach in and of themselves. Families with very young
children have expressed their appreciation for well-equipped and well-
supervised nursery care.
The Children's Church has been an asset in holding those who come as
worship visitors. It is apparently one of the things looked for when church
shopping. Our Children's Church program doesn't alleviate sanctuary crowd
ing problems, however, since the children begin the worship service with the
adults and are dismissed after about 20 minutes. This is different from the
Frazer Memorial model. There is a strong preference at Wheatland Salem for
providing at least a few connectors between the generations. Communion
Sundays, the first Sunday of each month, are a pointed example of this. No
Children's Church is offered on Communion days because we want the chil
dren to participate in the Sacrament.
The music ministry has blossomed! It may be the major contributor to
the growth in worship attendance. Each week there are between 12 and 40 of
us, including preacher, ushers, musicians, and worship assistants, leading
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Sunday worship. In 1988 there were 39 memlDers in the adult and children's
choirs. In September 1990 there were at least 78 persons in seven or eight
musical groups. The majority of adult participants are in more than one
ensemble. Beyond the choir members are their families and friends who come
to see and hear one of their own in worship. This is particularly true of the
children's choirs. At this point, however, the worship visitors are largely rela
tives from beyond the geographical reach of Wheatland Salem. The children's
choirs have a tremendous untapped potential to become ports of entry for
youngsters and their families.
In late spring of 1990 the part-time Director of Music resigned. A
replacement has not yet been identified. In the interim a group of music lead
ers representing each of the current ensembles meets together as a leader
ship team of the music ministry. It is a notable example of laity volunteering for
meaningful leadership and has raised the question of whether there is need to
hire a person from beyond the congregation to support this ministry. In the
absence of a person hired to lead and develop the music ministry of the
church, recruitment, organization, quality, and enthusiasm have all declined.
The Staff-Parish Relations Committee has determined that the music ministry
requires more time and expertise than our current volunteer pool can sustain.
Therefore on January 1 , 1991 a new part-time Director of Music was added to
the staff of the church.
In following the model of Frazer Memorial to expand Sunday morning
program options we have discovered some limiting factors within Wheatland
Salem. While some of these factors may be attributed to facilities, financial
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resources, or availability of volunteer personnel, by far the greatest limiting fac
tor at this point is the matter of what we expect of church members. For exam
ple, ifWheatland Salem would move to a fonDat of two church school sessions
running concurrently with two worship services we might unintentionally be
sending the message that we expect two generational families units to spend
one hour on Sunday mornings within the fellowship of the church, i.e.,
parents/adults in worship and children/youth in church school. Our expecta
tion, however, is that church members spend two hours each Sunday morn
ing; one hour in worship and one hour in an educational setting. At least three
assumptions lie behind this programming preference:
1) All believers, adults as well as children, are in need of structured
Christian nurture.
2) Multi-generational family units are still the foundation of this con
gregation and its ministry area. We will attempt programming
which maintains some bridges between the generations while also
providing opportunities pertinent to their uniqueness.
3) What happens on Sunday morning is central to the entire life of the
church. The tone which is set, the symbols employed, and the
expectations communicated resonate through personal relation
ships, work groups, administrative tasks, and ongoing programs.
What we do on Sunday morning must reflect the driving values of
Wheatland Salem.
We must admit that these expectations are not always by any and never
met by some. That Church School attendance is always less than worship
attendance indicates that no matter what expectation is programmed, people
make their own choices. In the Fall Quarter of 1990, however, a concerted
effort was made to expand the offerings for adult Sunday School classes. We
grew from three to eight adult forums, each averaging about ten persons.
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There is some question of whether this ambitious level of participation can be
sustained, but the large increase in adult participation in Sunday School illus
trates the wisdom of increasing options for involvement.
Follow Up
The Welcoming Committee effort of following up on worship visitors
within 36 hours of their visit has worked very well and produced some solid
results.
The original plan of a first contact by laity and a second contact by the
pastor has faltered because of my difficulty in scheduling my follow-up visits in
a timely fashion. While this does not always result in losing prospective disci
ples, it is analogous to hooking the fish and then falling to reel it in. Two
changes are in process. First, beginning with September of 1990 my schedule
has been cleared to allow for two weekday evenings specifically given to fol
lowing up on prospective members. In agreement with the Staff-Parish Rela
tions Committee, I have made prospective members the second priority for
pastoral contact. Only the critically ill, of which there are historically very few in
this congregation, receive a higher degree of attention. This will provide an
immediate strengthening of the follow up effort. A glaring problem with this
solution over the long-term is that it continues the small church pattern of
dependence on the pastor for doing the evangelism.
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The second, longer-term solution being formulated by the outreach work
area ofWheatland Salem is to develop a larger cadre of laity in visitation minis
try such that in any given week a number of home visits is made equal to ten
percent of the worship attendance. These calls may well be split equally
between prospective members and unassimilated members.
It has also become clear that while our current efforts are somewhat
effective in inviting newcomers to participate in Wheatland Salem, we are
wholly unequipped to share the gospel on a one-to-one basis. That is, our vis
itors are well-versed in presenting the life of this congregation but not oriented
toward offering salvation in Jesus Christ. This situation has placed the burden
of offering salvation on worship experiences and the new member orientation
sequence. We are missing a one-on-one opportunity, however, by not ade
quately equipping the Welcoming Committee for the work of personal evange
lism.
The Telephone Team has been especially effective in reducing the num
ber ofWheatland Salem families absent from worship each week. The number
of family units absent from worship for more than two Sundays consecutively
has dropped from slightly over 20 to an average of 6 since the Telephone
Team began its work. Two improvements needed in the system are better
assistance in helping Team members script themselves and a better interface
with myself in matters of information for pastoral care follow up.
The Shepherd's Staff has been the most difficult of the follow up initia
tives to carry through. We currently have nine individuals or couples caring for
40 family units within the congregation. We have had few volunteers for the
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ministry of shepherding, however. Our current rate of identifying, training, and
deploying shepherds is far below the growth rate of the congregation as a
whole. We are losing ground with each new church member!
There are three discoveries which have already come to light through
this faltering. First, our congregation volunteers more readily in clearly defined
tasks than in the ambiguous work of developing relationships. It is frequently
difficult for a shepherd to know whether he/she is doing well or not. In fact,
there is a sense of forcing a relationship where one does not naturally exist.
Second, responsibilities between myself and the Shepherd's Staff Coordinator
have not been sharply enough defined. The result is a lack of follow through
on some of the small but significant details of the program. Finally, it has
become clear that a significant number of persons becoming part of Wheat
land Salem are dqI particularly interested in being part of a Shepherd's flock.
Wheatland Salem members who became part of the congregation during its
incarnation as a small church repeatedly raised the matter of "losing the close
ness" of the church if it grew. The Shepherd's Staff ministry was intended to
address the need for caring relationships. Our discovery has been that while
friendliness is important to everyone, many newer members are not particularly
concerned about "the closeness of the church" in the first place. The primary
organizing principle which holds them to this congregation is not the constella
tion of close relationships built up over years spent together but an attraction
to particular programs for themselves or their children, engaging worship
experiences, and/or the opportunity to participate in meaningful Christian vol
unteer opportunities. These members certainly expect to be treated warmly
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and cordially in their relationships with other church folks, but they also seem
to value a degree of distance and privacy. If there is need for pastoral care the
pastor will be invited into the situation.
A clue in this situation may be that Frazer Memorial, at well over 5,0(X)
members, is just beginning a lay shepherding program. That seems to indi
cate many people feel adequately cared for without a specially trained volun
teer looking after them. In light of these difficulties the Shepherd's Staff
recently changed its focus from tending flocks to following up on unassimilated
members.
Stewardship Campaign
Modeling the fall, 1989 stewardship campaign on the Frazer Memorial
model proved to be a major success. The tapping of human and financial
resources allowed Wheatland Salem to move into 1990 ministries with substan
tial strength. As a result of this initiative we have grown from 23% of members
carrying the volunteer load to 46% involved in a ministry of some sort.
Financial pledges increased 55% over the previous year. A dramatic increase
in the number of children and youth making commitments was particularly
exciting. The work of the Nominations and Personnel Committee was light
ened tremendously by having a bumper crop of volunteers for nearly every
position within the organization of the church. The burden of thinking "who
might be interested in this?" was removed entirely because we had adequate
data to tell us who was motivated and willing to volunteer.
Changes for the 1990 campaign included a more rapid response time to
those volunteering their gifts and talents, January orientation sessions orga-
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nized by work area leaders rather than the Nominations Committee, and a
review of whether it is realty workable to include once-a-year special events in
the ministry opportunities catalog.
Staffing
As recommended by the Joel Committee, a full-time Christian educator
was hired at the beginning of 1990. Jan Imig is a highly qualified and well-
experienced individual who was hired from outside of the congregation. The
choice of staffing in the area of Christian education has lead already to vast
improvement in Church School, Youth Groups, Nursery, Children's Church.
She is doing very well in tapping previously unused volunteers within the con
gregation. The importance of meaningful programming in Christian Education
should not be minimized in a comprehensive program of church development.
Still, the decision to add staff in this area was not particularly apostolic.
The primary focus of the Associate in Christian Education's ministry in sanctifi-
cation. To be sure the extensive development of adult education underway is
a growing opportunity for outreach. The derivative benefit of this staff change,
however, is the freeing of my time from a variety of administrative details to
focus attention in the areas of worship, evangelism, and member assimilation.
CONGREGATIONAL CLIMATE
The internal climate of a congregation is difficult to assess, but of critical
importance in determining, resourcing, and implementing plans for numerical
growth. In Chapter 2, 1 asserted that the primary reason churches stay below
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the level of 200 worship participants is that breaking the barrier requires a
change in nature of the organization. Large churches are not simply over
stuffed small churches.
Evaluating the planned change atWheatland Salem requires checking
on the attitudes of congregation members, perspectives on the strengths and
weaknesses of the pastor, role of laity, and general feelings about the growth
of the church. C.S. Lewis reminded church leaders that the command of
Jesus was to feed the sheep, not to run experiments on the rats. The following
section of the evaluation is intended to discover if the folks atWheatland Salem
feel more like rats in a maze or sheep in safe pasture.
Duplicated below is the survey used in the spring of 1988 and again in
the early fall of 1990. The items in the survey were selected from various
sources by the Congregational Reflection Group working with me in the Doctor
of Ministry program.
The 1988 survey was mailed to 70 randomly selected members/consti
tuents of Wheatland Salem. A response rate of 52.9% was achieved (37
respondents). Of the responding group, 2 were youth (5.4%), 7 were single
adults (18.9%), 1 was a constituent (2.7%), 31 were active members (83.8%),
17 were male (45.9%), 20 were female (54.1%), 9 were church officers (24.3%),
27 were married (73.0%), 2 were non-members (5.4%), 3 were inactive mem
bers (8.1%), 2 were single parents (5.4%), 2 were members whose spouses
have no church affiliation (5.4%), 25 were adults with children living at home
(67.6%), and 1 was an elderly adult over 80 years of age (2.7%).
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The 1990 survey was distributed only to the respondents in the 1988 sur
vey. Our purpose was to measure any significant differences in congrega
tional climate which may be linked to the interventions which grew out of the
plan to break the 200 barrier. Of the original thirty-seven respondents to the
survey in 1988, five have moved to other areas of the country. Of the thirty-two
remaining who received the survey a second time, fourteen returned it (43.8%).
Results for both are as follows:
I. DO WE CARE ABOUT US?
Strongly Disagree Undecided Strongly Agree
1 2 3 4 5
1988 1990
1 . The regular active members of this church really 4.45 4.21
seem to like and enjoy each other.
2. New people who visit are really welcomed and 3.9 3.93
they feel wanted and included in the life and
fellowship.
3. Anyone is welcome to visit and join our church. 4.51 4.36
and would be invited to do so if they were inter
ested.
4, The people in this church work together effec- 4.14 4.14
tively.
5. There are relatively few rules and regulations 4.24 4.43
around here, and the ones we have are neces
sary for the church to achieve its goals.
6. For the most part, we trust each other. 4.43 4.29
7 People here are affirmed and recognized for 4.14 4.21
good ideas and achievements.
8. Faithfulness, excellence, and creativity are 3.97 4.07
rewarded more than passivity, conformity, and
"going along."
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9. In this church we take on tasks so large that we 3.95 4.0
could only succeed if we pulled together and
God was with us.
10. Openness and honesty in personal relationships 4.16 3.86
is encouraged and affirmed here.
1 1 . Our people care for hurting, struggling persons, 4.1 1 4.14
and we have intentional ways of expressing that
care in ministry and program.
12. When there is a conflict of ideas or feelings, 3.59 3.79
people feel they are heard and conflicts are
faced and resolved with good will intact.
13. The Administrative Council is aware of, and open 3.89 4.08
to, changes within the community.
14. The Administrative Council is open to ideas and 3.95 4.00
suggestions from church members.
15. Before the church launches something big, we 4.24 4.29
all have opportunities to voice our opinion.
16. Most everyone knows what's coming up and 3.97 4.14
going on around here; we do not rely upon
rumors about what the Ad. Council has planned
and are seldom surprised.
17. Our church considers people as more important 4.36 3.86
than money.
18. If I couldn't come for several Sundays, I would 3.47 4.00
be missed and visited or called by someone in
the church.
19. The people most affected by a decision, or 4.03 4.07
involved in its implementation, are encouraged to
participate in developing.
20. Whenever a problem arises, the Ad. Council 3.49 4.00
responds quickly.
21. Many of our Church Officers are capable of inter- 3.65 3.86
preting the gospel to someone else, and do so.
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II. WHAT DO I THINK THE PASTOR IS SI IPPOSED TO DO?
Circle the number that best expresses your
thoughts/feelings now.
Low High
1 2 3 4 5
No Opinion = 0
Considering the pastor's Degree of Importance Effectiveness of
ministry of visitation: to you Rev. Field
:aa :aQ :sa :sQ
1. Hospitals 4.46 4.29 4.70 4.54
2. Nursing Homes 4.00 4.00 4.54 4.25
3. Jails/Prisons 3.03 2.50 3.50 2.83
4. Sick/injured at home 4.11 4.23 4.43 4.00
5. Shut-ins 4.19 4.12 4.62 3.90
6. New persons in the
community
3.54 3.31 4.18 3.66
7. Potential Members 4.19 3.86 4.49 4.27
8. New Members 4.06 4.00 4.41 4.18
9. Current Members 3.43 3.23 3.89 3.75
10. Following Crisis (such
as death/divorce)
4.86 4.93 4.74 4.07
11. Appreciates situation
of those visited
4.62 4.62 4.79 4.73
12. Uses Scripture/prayer
appropriately
4.75 4.71 4.80 4.86
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13. Empathetic 4.53 4.66 4.66 4.62
Consider tlie pastor's minis
try of gounseling:
14. Pre-marital 4.53 4.82 4.62 4.57
15. Marital (may include
separation /divorce)
4.49 4.73 4.38 3.88
16. Family 4.41 4.29 4.47 3.91
17. Vocation 3.15 2.82 4.10 3.80
18. Crisis (may include
events like death,
arrest, etc.)
4.75 4.87 4.58 4.30
19. Life adjustment (may
include loss of work,
amputation, etc.)
4.32 4.25 4.31 4.13
20. Grief 4.59 4.54 4.56 4.55
21. Chronic (may include
alcoholism, etc.)
3.94 4.00 4.40 4.29
22. Understanding 4.65 4.43 4.71 4.42
23. Available 4.41 4.36 4.38 4.08
24. Skilled 4.54 4.62 4.91 4.58
25. Makes appropriate
referrals to other pro
fessionals
4.50 4.75 4.52 4.40
Miscellaneous:
26. Leads or assists in
public worship
4.39 4.85 4.65 4.36
27. Tries to identify and
resolve conflict
3.91 4.17 4.30 4.27
among church mem
bers and leaders
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28. Helps church groups 4.10 4.07 4.42 4.54
and organizations
work well.
29. Talks with persons 4.11 3.79 4.31 3.92
about their spiritual life
and belief
30. Recruits and trains 4.15 4.00 4.45 4.08
church program and
organization leaders
31. Seeks to maintain 4.38 4.21 4.57 4.08
openness among
church leaders and
members
32. Finds ways to witness 4.47 4.50 4.73 4.54
for Christ in daily life
contacts with people
33. Provides for baptisms, 4.81 4.64 4.97 4.71
funerals, weddings,
and Communion
34. Conducts or assists in 4.43 4.85 4.65 5.00
church membership
or confirmation
classes for youth and
adults
35. Promotes interchurch 4.24 3.79 4.25 4.58
cooperation in the
community
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III. WHAT ARE THE LAITY SUPPOSED TO DO IN MINISTRY?
Circle the number that best expresses your
thoughts/feelings now.
Unacceptable Highly Acceptable
1 2 3 4 5
Is it acceptable to you for laity to: 1988 1990
1. Visit in hospitals 4.33 3.75
2. Visit in Nursing Homes 4.46 4.23
3. Visit in Jails/Prisons 3.80 3.57
4. Visit sick/injured at home 4.37 4.14
5. Visit new persons to community 4.22 4.07
6. Visit potential members 4.14 4.07
7. Visit new Members 4.24 4.07
8. Visit current members 4.14 3.79
9. Visit following crisis (such as death/divorce) 3.68 3.36
10. Use Scripture/prayer while visiting 4.03 3.93
(The following questions involve types of counseling, and assume laity involved
would have some training as well as appropriate personal characteristics like
sympathy and empathy) Remember: 1 = Unacceptable and 5 = Highly
Acceptable.
1988 1990
11. Counsel those intending to marry 3.20 2.36
12. Counsel marriages having difficulty 2.86 2.50
13. Counsel families
14. Counsel concerning vocation
1 5. Counsel during life adjustment (may include loss
of work, amputation, etc.)
16. Counsel in grief situations
1 7. Counsel those with chronic problems (may
include alcoholism, etc.)
Miscellaneous Ministries
18. Leads or assists in public worship.
1 9. Tries to identify and resolve conflict among
church members and leaders.
20. Helps church groups and organizations work
well.
21 . Talks with persons about their spiritual life and
belief.
22 Recruits and trains church program and organi
zation leaders.
23. Seeks to maintain openness among church
members and leaders.
24. Finds ways to witness for Christ in daily life con
tacts with people.
25. Provides for baptisms, funerals, weddings, Com
munion.
26. Conducts or assists in church membership and
confirmation classes for youth and adults.
27- Promotes inter-church cooperation in the com
munity
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3.17 2.71
3.17 3.69
3.37 3.29
3.47 3.36
3.23 3.00
4.00 4.00
3.46 3.93
4.46 4.43
4.00 3.64
4.35 4.36
4.35 4.36
4.30 4.08
2.76 2.38
4.16 3.86
4.30 4.36
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VI. ARE WE GEARED FOR GROWTH?
At the end of each statement, write in the
number which corresponds to your level of
agreement or disagreement.
Strongly Disagree Strongly Agree
1 2 3 4 5
1988 1990
1 . The pastor and people are taking concrete steps 4.46 4.29
to help our church grow.
2. You can tell by the things we do that this church 3.27 3.57
greatly values outreach to unchurched people.
3. This church is really involved in the struggles of 3.50 3.00
the local community.
4. Our church has a widely supported plan for 4.00 3.93
growth that is being implemented.
5. In this church we often start new classes and 3.81 4.14
other groups as recruiting groups and ports of
entry for new people.
6. We start new ministries that minister to the felt 3.32 3.64
needs of undiscipled people.
7. This church helps brand new churches get 3.61 3.36
started.
8. This church is doing something about the 4.27 3.93
struggles of the world's peoples, and strongly
supports frontier and foreign missions.
9. In this church we often invite some of our friends, 4.32 3.71
relatives, or neighbors to visit or become
involved.
10. We have ways of identifying likely receptive 3.12 3.07
unchurched people in our community and reach
out to them.
Most new members become involved in a mean
ingful group and are given a meaningful task in
ministry.
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V. YOUR CONCERNS
Circle the appropriate number which
expresses your feelings now.
Unconcerned Highly Concerned
1 2 3 4 5
As Wheatland Salem Church has grown/is growing, are you concerned about
any of the following:
1988 1990
1. Knowing everyone in the church. 3.40 3.07
2. Losing track of people. 3.70 3.79
3. Using paid help more than volunteers to get
things done.
3.24 3.07
4. Personal contact with the pastor 4.00 3.64
5. The traditions of the past. 3.30 3.50
8. Accepting the changes of the future 3.14 2.86
Using the same scale, what concerns you about lay people being involve
doing "pastoral work" like visitation, leading worship, etc.?
7. Training 4.04 3.50
8. Skills and competence 3.86 3.79
9. Confidentiality 3.92 3.93
10. Being the pastor's "pets" 2.19 2.36
11. Clarity of limits on their authority and/or skills. 3.38 3.50
12. Credibility 3.49 3.36
13. Other
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A review of the survey results from 1988 yields a generally positive
perception ofWheatland Salem and its growth up to that point. Areas of less
agreement among the respondents include effective conflict resolution (item
#12), the possibility that non-attenders at worship are not missed (#18), and
the timeliness of Administrative Council decisions (#20).
The expectations section (Section II) contained a surprise in the lower
degree of importance placed upon visiting new persons in the community (#6)
and especially in the relatively low emphasis on pastoral visitation of current
church members (#9). The counseling and miscellaneous categories demon
strate consistently high expectations of the pastor's involvement and compe
tence in these roles. The "Effectiveness of Rev. Field" in all of these areas
rated higher than expectations. The lowest point of effectiveness in visitation in
1988 was the visitation of current members. In counseling ministry the "Effec
tiveness of Rev. Field" was slightly lower than "degree of importance" in several
items (#15, #18, #20, #23).
When the acceptability of laity in ministry was measured there was a high
degree of support for personal contact work except in crisis situations. Laity in
counseling work was given no higher acceptability than a 3.47. Miscellaneous
ministries received strong affirmation for lay leadership except in the distinctly
priestly area of planning weddings, funerals, and the sacraments (#25).
Not surprisingly, given the research behind Chapter 2, the areas of
greatest concern in the numerical growth of the church were in "losing per
sonal contact with the pastor" (4.0) and "losing track of people" (3.7). These
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are anticipated in situations where a driving value of the organization is
everybody knowing everytxxly personally and the pastor being involved with
all members.
Comparison of the 1988 survey results with those of the 1990 survey are
hampered by the small number of respondents to the latter. Conclusions are
of necessity tenuous since fourteen out of what now numbers over 340 mem
bers does not necessarily constitute a representative sampling.37 including a
larger number of persons in the initial survey and more carefully framing the
questions to be investigated may have alleviated the statistically inadequate
response on the second round.
The 1990 survey does, however, tend to confirm some of the dynamics
anticipated on the basis of research in Chapter 2. There remains a generally
positive perspective on the church and its mission. When looking for changes
in average response of .5 or greater, there is a heightened sense that one
would be contacted if missing from worship for several Sundays (Item #18,
3.47 to 4.00). In addition, the congregation is perceived to have a more
responsive decision-making process than in 1988 (Item #20, 3.49 to 4.00).
The need for greater financial strength to underwrite the changes of the last
two years has also increased the impression that people are less important
than money (Item #17, 4.36 to 3.86).
The 1990 survey also provides some insight to the shift in the pastor's
role during the past two years. There is still a gentle preference among the
37 S.S. Cohen. Practical Statistics (Baltimore: Edward Arnold Press, 1988),
Chapter 9.
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respondants for the pastor to be doing a comprehensive ministry of visitation
including nursing homes, prisons, the sick at home, shut-ins, those enduring a
crisis, the grief-stricken, the hospitalized, new folks in the community, potential
members, and current church members. As I have changed the emphasis on
my work, including the visitation and type of counseling I do, these respon
dants have noticed the difference. The "Effectiveness of Rev. Field" is higher
than expectations in areas such as contact with new persons in the community
(#6), potential member (#7), new members (#8), and current members (#9).
While the survey demonstrates performance higher than expected in ministry
to the hospitalized and those in nursing homes, the fact is that Wheatland
Salem has only one member in a nursing home and there are precious few
extended hospital confinements among its members in any given year. The
policy of referring almost all except short-term pastoral counseling to a local
counseling center may be perceived as providing a lower level of effectiveness
in pastoral care. The decision to follow a general referral policy had several
dynamics behind it, but one of them was the delegating of a time-consuming
ministry so the pastor could give attention to matters more directly related to
the numerical growth of the church.
A third trend apparent in the 1990 survey is the slight lessening of con
cerns related to the grovrth of the church. It is unclear, of course, whether this
is a result of ministry interventions over the past two years or simply an
acceptance of the fact that Wheatland Salem is a larger church now and small
church expectations are unrealistic. An important constant between the 1988
and 1990 surveys is the concern over losing track of people within and around
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the congregation (Item #2).
When asked how they would Interpret the results of these surveys, mem
bers of the Staff-Parish Relations Committee of Wheatland Salem concluded
that the questions of the survey related to the pastor's ministry were no longer
relevant. The evaluation of ministries of visitation and counseling are based
upon a set of expectations operative in small churches. Since Wheatland
Salem is no longer a small church, they reasoned, the survey is measuring
things in ways which are no longer meaningful. In addition, members of the
committee uniformly commended the process of developing "systems of minis
try" which have been delegated to the laity. There were several wistful com
ments on the way the church used to be "one big happy family" and a report
that some members of the United MethodistWomen were feeling devalued
because the pastor no longer attends each of their monthly meetings. Com
mittee members concluded that this is one of the results of numerical growth
and the shifting responsibilities of the pastor.
A final source of information on congregational climate is an identity sur
vey taken during worship on September 16, 1990. On the assumption that
what we believe ourselves to be influences what we shall become, the
worshipping congregation that day was asked to identify the size and growth
trend of Wheatland Salem. Two hundred seventy persons were in worship that
morning in two services. Seventy-one responses to the survey were received.
Of that number, 68% view Wheatland Salem as a numerically growing, mid
sized church. Thirty percent view it as a small numerically growing congrega
tion. Just over one percent view Wheatland Salem as a large congregation
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and slightly under one percent view It as a stable mid-sized church.
The strong majority opinion is. according to the typology of Schaller and
the statistics of Callahan, correct. Wheatland Salem is an "av^rtward size"
church in approximately the ninety-sixth percentile of all United Methodist
churches. That most of the survey respondants carry this self-understanding
provides substantial support for preaching, teaching, administration, staffing,
financial support, and outreach consistent with a growing mid-sized church.
The significant minority who perceive Wheatland Salem as small, though
numerically growing, are a potential source of conflict. As mentioned above in
the evaluation of the 1990 Congregational Climate Survey, several long-time
members are no longer supportive of the continued change within Wheatland
Salem. The increasing number of people whom they do not know well, the
dramatically increased budget, the growing complexity of the organization, the
difficulty in knowing everything that is going on and every decision that is being
made are all elements which have made their church feel less and less like
home.
Though there is a generally positive climate in the congregation, plan
ning for 1991 by various groups within the church carried a common theme
that it is time for some stabilization after 18-24 months of rapid change. A
time of consolidation will enable strengthening current programs, a reweaving
of the relational tapestry, a settling in to more complex operating procedures,
as well as continued numerical growth. This is precisely the dynamic cycle
Womack describes between the size of a congregation and its structure for
ministry: expand the operational base, increase the number of people invol-
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ved/served, and stabilize.38 The leadership ofWheatland Salem is not plan
ning to plateau, but is putting a moratorium on major new ministry expansions
until at least the fall of 1991 . This moratorium does not preclude the addition of
a third Sunday morning worship service or a second Sunday School hour nor
a more aggressive plan for evangelism. There is simply a sense of needing to
get used to the organizational changes we have made and the procedures we
have enacted.
SHIFTING ROLE OF THE PASTOR
"Let's take a few moments and introduce ourselves to one another," I
said at the beginning of an orientation session for prospective adult members
of Wheatland Salem. As folks went around the circle of introductions I realized
that two of the people who were intending to join our congregation had never
been visited by me in their home nor cultivated by me for membership. In fact,
I had simply sent them a letter inviting them to the group and they responded
on the enclosed postage paid return card.
******
It took some schedule juggling to get this home visit in, but I've always
taken pride in greeting new babies on their first day home, if not in the hospital
itself. The baby was delivered in a hospital some distance away, so I thought
this expression of pastoral concern would reinforce the relationship of the fam
ily with the church. Upon pulling up in the driveway, however, it was apparent
that the Cradle Roll people had already been at work. A big wooden stork was
38 Womack, Pyramid Principle, p. 79.
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planted in the yard with "Best Wishes From Wheatland Salem Church" on it.
Once inside I not only greeted the new baby and prayed with the mother and
siblings, but found the rose from the altar at church had been delivered, a
book of prayers for parents presented, and church nursery guidelines
reviewed by the Cradle Roll caller.
******
The secretary signaled me on the intercom that Don, our church trea
surer for a dozen years, was on the phone.
"Good morning, Don."
"Good morning. I know you're busy, but wanted to ask if you know
whether the payroll taxes were transferred out of the Kemper Money Market
account so I have to make a payment or were they simply deposited into the
special tax account to be drafted directly from the bank."
"I don't know the answer to that one, Don. You'll have to talk to either
Ken or Kirk from the Finance Committee since they've set up all the accounting
and filing matters for payroll taxes on lay employees."
******
"Can we have Diane Nilan speak in worship soon, Scott?", asked Barb.
"She's the director of the homeless shelter in Aurora. They're housing over
100 men, women, and children every night, providing supper and breakfast
and sack lunches, too. Those of us on the Missions Committee think our
church should provide volunteers to help. We'd like to take full responsibility
for several nights this winter. It'll mean at least 20 volunteers each night. Hav
ing Diane here might help with our recruitment." (Diane did speak and Wheat-
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land Salem had adequate volunteers to t>egin a partnership in this ministry with
the homeless. We've already completed our first night of duty with great
success and heightened motivation. Two of the volunteers were visiting ttie
church the morning Diane spoke and are now regular worship attenders.)
******
These reconstructions represent the shifting role of pastor and laity at
Wheatland Salem as it has grown. Several years ago I was tbe minister, called
in on every situation requiring pastoral care, every administrative decision from
ordering toilet paper for the restrooms to palm branches for Holy Week,
updated on every payment of every bill, and expected to be part of the cultiva
tion of every new member. Now, however, I am the "manager of ministry", the
initiating/participating leader, the keeper of tribal traditions, the resident expert
in caring ministry and theology, the primary cheerleader, and the biased ref
eree who declares nearly everything Wheatland Salem does a victory for the
cause of Christ. I have transferred from simply doing ministry to seeing that it
gets done.
As explored in Chapter Two, this is one of the necessary dynamics of
change if a congregation is going to surpass the 200 barrier. Bill Sullivan, in
his book len Steps tQ Breaking the 200 Barrier, states that when attendance
levels are between 200 and 300 churches must rely on comprehensive pro-
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grams of ministry ratlier than an informal relational network centered around
the pastor.39 while anticipated in theory, this change in pastoral role has been
extremely difficult for me psychologically.
I was trained in seminary and in field education to do ministry, not to
equip ministers. Most smaller Protestant congregations, except those which
have student pastorates or a regular rotation of short-term pastorates, are also
conditioned to expect the pastor to do the ministry. Every time there is a pas
toral call made by someone other than myself, a crisis resolved without my
direct intervention, administrative or financial matters decided without my being
at the meeting, new members joining the church because of its program rather
than the scintillating pastor, it is clear I am no longer needed in the same way.
Conversely, laity in ministry are needed more than ever. When the congrega
tion was smaller laity leading ministry may have more nearly meant to me laity
experimenting with ministry while I waited nearby to pick up after them. Now
the span of control is far too wieldy, ministry must be delegated to lay leader
ship and professional staff. Schaller suggests that the role shift is from "shep
herd to rancher". My own metaphor would be "from player to coach."
As my role has been required to change there have been frequent and
sometimes disturbing reconsiderations for me in the area of self-identity,
authenticity, call, and understanding of pastoral ministry. These are more diffi-
39 Bill M. Sullivan, Ign Steps to Breaking the 200 Barrier (Kansas City, Missouri:
Beacon Hill Press of Kansas City, 1988), p. 14.
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cult and soul-searching than any of the literature on managing numerical
growth admits. At present I am still getting acquainted with the changing
dimensions of this role.
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CHAPTER SIX - HASWHEATLAND SALEM UNITED METHODIST
CHURCH BROKEN THE 200 BARRIER?
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The primary purpose of this dissertation/project has been to lead Wheat
land Salem through the 200 barrier into a larger arena of ministry. The goal has
been to understand why so few churches penetrate this level of attendance, the
dynamics necessary to move beyond it, and the shifting roles of laity and clergy
as numerical increase occurs. Frazer Memorial United Methodist Church In Mont
gomery, Alabama has been used as a model for rapid sustained numerical
growth with a notable emphasis on laity in ministry. We have sent a delegation to
Montgomery, implemented a number of learnings from the Frazer Memorial
model, gained understanding in organization development pertinent to the
church's moving from small to mid-sized to large. Yet the question remains: "Has
Wheatland Salem United Methodist Church broken the 200 barrier as a result of
this intervention?" The answer is an unqualified, "Yes, but... ."
From the standpoint of numbers alone average weekly worship attendance
has climbed over the 200 mark:
Average Worship
Year Attendance
1987 167
1988 180
1989 212
1990 239
The present series of interventions implementing the Frazer Memorial
model began in the late spring of 1989. Average attendance of 1990 over 1989
represents a 21% increase. Attendance for the fall of 1990 (September-
November) is higher yet with a weekly average of 260. In Chapter Two, after a
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review of tlie literature on groupings of congregations according to size, the 200
barrier was seen as a range running from as low as 175 to as high as 300. While
Wheatland SalemUMC has grown past 200, it is clear that from a strictly statistical
standpoint the hurdle has not been entirely cleared. Bill Sullivan, in leo Steps tQ
Breaking the 2QQ Barrier, suggests attempting to penetrate the barrier in a rela
tively short period of time such as three years.'^O A transition period of that length
would take Wheatland Salem into the Spring of 1992 and, if present trends
continue, attendance will average in the range of 325 - 350 in that year.
Figures 6.1 - 6.7 illustrate growth at Wheatland Salem for the years 1988 -
1990.
Numbers, however, are the simplest way to speak of the 200 barrier. As
outlined in Chapter Two, the dynamic of breaking the 200 barrier is in fact a pro
cess of organization development. A better way to evaluate the present project is
to ask whether or not Wheatland Salem is today a different kind of organization
than it was eighteen months ago. There are at least five reasons to answer in the
affirmative.
First, the Stewardship Emphasis of fall, 1989 dramatically increased the
number of volunteers in ministry through the church from 23% of members to
46% of members. This while the membership of the church itself grew.
Second, major commitments were made in the area of finance which indi
cate movement beyond the small church level. These commitments were in the
40 Sullivan, Breaking the 200 Barrier, pp. 36-45.
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area of added staff and increased facilities. The proposed budget of the church
grew by 54% between 1989 and 1990. Actual operating expenditures went from
126,621 to 156,277, an Increase of 23.42%.
Third, the resiliency of the congregation despite a difficult staff termination
indicates Wheatland Salem is growing into the category of a large congregation.
LyIe Schaller describes the volatility of congregations straddling the threshhold
between being a mid-sized awkward organization and a larger stable organiza
tion. One of the major difficulties for these churches as described by Schaller
comes at the point of staff change. The departure of a popular staff member will
often issue in a corresponding decrease in average attendance of 20% or
more.41 in the Spring of 1990 a popular Director of Music resigned after a tenure
of 1 2 years. The choir had grown from four adults in 1980 to a program of six
choirs, including children, handbells, contemporary, and instrumental ensembles,
by early 1990. The music program is indeed suffering while the search for a
replacement goes on. Worship services are missing the added dimension of
enthusiastic and inspiring choral music. Yet, worship attendance has not
decreased. There is a sense that attendance would be much higher with the
music program at full strength under an inspiring and competent leader, but the
continuing attendance growth under these less than optimal conditions indicates
a congregation that has passed the organizational threshhold into a larger
church.
41 Schaller, Looking jn the Mirror, p. 25.
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Fourth, the ancillarly groups within the church are growing in strength.
Sunday School attendance has grown by nearly 50% over the year ago period.
The number of adult classes has grown from three to eight each Sunday morning.
The Junior High Youth group has grown from a handful to nearly twenty every
other week. The confirmation sequence, which was running for nine months
every other year, now runs on an annual basis because of increased demand. At
the end of October, 1990, a third nursery was added to care for the increasing
number of young children being brought by parents who are attending worship.
Growth in these other areas indicates that the worship attendance increase is not
arbitrary or isolated but rather part of an organized development throughout the
congregation and its ministry.
Fifth, there are relatively few longtimers who remember the way Wheatland
Salem used to be in its previous life as a small church. The District Superinten
dent raised the question whether or not Wheatland Salem might not "snap back"
to a small church after being stretched through the variety of developments over
the past couple of years. For many congregations in many areas that would be a
possibility. The ovenvhelming majority ofWheatland Salem members have never
been part of it as a stagnant small congregation. The corporate memory has
been transformed. Instead of looking back to the "good old days" of stability and
long-term relationships, numerical growth and change are viewed as normal.
Given the large proportion of relatively new members it is hard to understand how
Wheatland Salem could ever go back to the "old days."
In summary, to use Womack's metaphor, the base has been demonstably
expanded and the mass is increasing. Wheatland Salem has made the organize-
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tional transition necessary to become a large congregation. Still, this transition is
not a fiit accompli, but a corrtinuing process. The next steps in the development
ofWheatland Salem include a much more comprehensive program of evange
lism, enhancements in membership recruitment and assimilation, a more stan
dardized way of training and rewarding volunteers in ministry, and increased use
of multiple, simultaneous programming on Sunday mornings. The ministry
initiatives modeled on Frazer Memorial United Methodist Church have served as
catalysts for numerical growth, increased involvement of laity in ministry through
the church, the addition of staff, and changing the role of the pastor.
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